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Report  Summary 


Our  performance  audit  concentrated  on  the  Child  Protective 
Services  Program  (CPS)  of  the  Department  of  Family  Services. 
We  focused  on  CPS  investigations,  case  monitoring,  foster  care 
and  adoption.   The  audit  included  a  review  of  CPS  activity 
during  fiscal  years  1987-88  and  1988-89.    Our  work  included 
interviews  with  department  staff,  and  review  of  files  and  pro- 
gram data  in  the  central  office  in  Helena  and  at  offices  in  1 1 
counties  visited  during  the  audit.   While  we  identified  specific 
concerns  regarding  the  CPS  program,  we  believe  that  generally 
the  department  adequately  follows  up  on  alleged  child  abuse  and 
neglect,  and  protects  children  from  future  abuse  or  neglect. 
Services  provided  are  generally  appropriate  considering  available 
resources.   The  following  sections  summarize  our  audit  results. 


Department  History 


The  Department  of  Family  Services  (DFS)  was  created  by  the 
Montana  Legislature  in  1987  to  address  problems  with  frag- 
mented services  for  children  and  families  by  consolidating 
responsibility  and  authority  for  youth  services  into  one  agency. 
The  reorganization  involved  a  transfer  of  programs  and  staff 
from  the  Department  of  Social  and  Rehabilitation  Services  and 
the  Department  of  Institutions. 


Child  Protective 
Services  Pn>gram 


The  Child  Protective  Services  Program's  main  purpose  is  to 
identify  and  protect  abused  and  neglected  children  and  provide 
services  to  children  and  families.  Child  abuse  is  an  infliction  of 
physical  or  mental  injury  on  a  child,  including  sexual  abuse  or 
exploitation.   Child  neglect  is  failure  to  supply  a  child  with 
adequate  food,  shelter,  or  medical  treatment. 


A  CPS  social  worker  opens  a  case  when  a  program  office 
receives  an  allegation  or  referral  of  abuse  or  neglect.   Allega- 
tions are  usually  investigated  on  an  incident-by-incident  basis. 
Although  Montana  statutes  require  certain  professionals  and 
officials  to  report  suspected  child  abuse  and  neglect  to  DFS  or 
its  local  office,  the  department  can  receive  referrals  of  suspected 
child  abuse  and  neglect  from  any  person  in  a  community. 
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The  department's  philosophy  is  to  attempt  to  keep  children  in 
their  natural  homes  and  provide  services  to  the  family.   Services 
provided  to  children  and  families  include  counseling,  day  care, 
foster  care,  and  adoption.   The  department  recommends  these 
services  to  prevent  out-of-home  placements,  or  to  attempt  to 
solve  problems  so  the  child  can  be  returned  to  the  natural  home. 


A  child  may  be  put  into  out-of-home  substitute  care  (foster 
care)  if  department  intervention  and  services  do  not  improve  the 
situation  or  if  the  investigation  reveals  the  child  is  in  danger. 


Case  Management 


The  management  of  CPS  case  files  could  be  improved.   The 
following  sections  summarize  the  case  management  areas 
addressed  in  our  audit. 


Third- party  Referrals 


County  offices  are  inconsistent  in  their  handling  of  investiga- 
tions of  third-party  abuse.  Third-party  abuse  is  abuse  by  some- 
one outside  of  the  family  household.    Establishing  policies  and 
procedures  regarding  responsibility  for  investigating  referrals  of 
third-party  abuse  and  communicating  them  to  the  local  offices 
would  help  provide  consistency  at  the  county  level. 


Documentation  of 
Referrals 


Procedures  for  documenting  referrals  were  also  inconsistent  in 
the  1 1  counties  we  visited.   Developing  and  implementing  a 
referral  tracking  system  for  use  statewide,  and  a  formal  policy 
requiring  county  DFS  offices  to  record  all  referrals  of  abuse  and 
neglect  on  the  system  would  improve  referral  documentation. 


Untimely  or  No  Investi- 
gation of  Referrals 


We  found  15  case  files  in  6  counties  which  indicated  no  appar- 
ent follow-up  of  referrals.   Seven  of  the  fifteen  were  sexual  or 
physical  abuse  cases.   The  different  methods  used  by  counties  to 
assign  referrals  to  workers  may  be  the  reason  some  referrals  are 
not  being  investigated.   We  recommend  development  and  imple- 
mentation of  formal  policy  regarding  assignment  of  referrals. 
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Investigation  Time  Frames 
and  Form  Format 


Inconsistencies  exist  between  statutes  and  department  policies 
regarding  investigation  time  frames.   The  law  requires  the  social 
worker  to  furnish  a  written  report  to  the  department  within  60 
days  of  starting  the  investigation.   Department  policy  requires 
social  workers  to  complete  investigations  within  60  days. 
Reports  are  being  sent  even  if  investigations  are  not  complete 
and  results  not  yet  determined.    Referral  reporting  forms  (DFS- 
1  IDA)  could  also  be  improved.   The  form  does  not  adequately 
represent  all  types  of  referrals.   We  recommend  the  department 
revise  policy  regarding  completion  of  referral  investigations  and 
submission  of  investigation  reports.   We  also  recommend  revi- 
sion of  the  DFS-1  lOA  form  to  better  meet  the  needs  of  field 
staff  and  to  better  document  investigation  results. 


Protective  Services 
Information  System 


We  found  that  social  workers  were  not  always  filling  out  the 
1  lOA  form  because  of  form  format  and  time  constraints.   This 
results  in  inaccurate  information  on  the  Protective  Services 
Information  System  (PSIS).    PSIS  provides  summary  statistics 
concerning  completed  investigations  of  abuse  and  neglect.   We 
recommend  the  department  monitor  submission  of  llOA  forms 
to  ensure  accuracy  of  the  PSIS. 


Fife  Documentation 


Some  case  files  did  not  contain  narratives  of  the  referral 
investigation,  risk  assessments,  conclusions,  and/or  docu- 
mentation to  support  the  case  and  services  provided  to  clients. 
The  department  should  stress  the  importance  of  risk  assessments 
and  case  documentation,  and  train  field  staff  on  completion  of 
case  file  documentation  under  established  department  policy. 


Missing  Case  Files 


We  were  unable  to  locate  12  CPS  case  files.   Files  were  missing 
in  5  of  the  1 1  counties  we  visited.   We  could  not  determine 
specifically  why  these  files  and  referrals  were  missing;  however, 
inadequate  control  over  files,  parental  name  changes,  and  inade- 
quate documentation  of  investigations  could  contribute  to  the 
case  management  problems.   We  recommend  the  development  of 
appropriate  case  filing  and  tracking  procedures. 
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Quality  Control 


Our  audit  work  indicated  a  need  for  documented  supervisory 
reviews  and  quality  control  reviews  of  field  operations  and  case 
file  management.   We  found  no  documentation  of  supervisory 
review  in  over  half  of  the  case  files  reviewed.   We  also  found 
many  concerns  which  appropriate  supervisory  review  could  have 
identified  and  corrected.   We  recommend  monitoring  and 
enforcing  department  supervisory  review  policies  and  perform- 
ing quality  control  reviews,  by  periodically  reviewing  samples  of 
CPS  case  files. 


Foster  Care  and 
Adoption 


Parent  Responsibility  for 
Foster  Care  Costs 


When  a  child  is  placed  into  foster  care,  the  department  may  be 
court  ordered  to  conduct  a  financial  investigation  to  determine 
if  the  child's  natural  parents  could  pay  some  costs  of  care. 
Although  case  file  documentation  in  the  file  showed  some 
parents  may  have  been  financially  able  to  contribute  to  the 
child's  care,  the  department  was  not  ordered  to  and  did  not 
request  an  order  to  conduct  a  financial  investigation.    We 
recommend  the  department  request  an  order  for  financial  inves- 
tigation in  such  cases. 


Foster  Care  Plans 


The  department  requires  two  plans  (treatment  plan  and  case 
plan)  to  be  used  to  define  treatment  needs  and  services  for 
clients.    A  number  of  files  did  not  include  the  plans,  or  the 
plans  were  not  completed  on  a  timely  basis.   The  department 
should  enforce  policy  regarding  completion  and  review  of  treat- 
ment plans  and  case  plans. 
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Adoption  Home  Visits 


State  law  requires  department  staff  to  conduct  an  investigation 
of  any  prospective  adoptive  family,  which  includes  visiting  the 
home  of  any  person  applying  to  adopt  a  child.   The  visit 
includes  an  interview  with  the  family  and  a  determination  if  the 
home  is  suitable  for  the  child.    A  number  of  adoption  case  files 
did  not  include  documentation  of  home  visits  both  before  and 
after  the  adoption  takes  place.   We  recommend  department 
management  require  adoptive  case  file  reviews  to  be  sure 
resource  workers  complete  and  document  home  visits. 


Reference  Checks 


Some  adoption  files  did  not  include  adequate  documentation  of 
applicant  reference  checks  or  the  results  of  such  checks. 
Department  policy  also  does  not  limit  who  the  applicant  may  use 
as  a  reference.   The  department  should  require  routine  reviews 
of  adoptive  files  to  assure  resource  workers  contact  appropriate 
references. 


Program  Administration 


Many  of  our  concerns  identified  during  the  audit  demonstrate 
department  management  could  improve  program  controls. 
Through  implementation  of  the  recommended  changes  and 
emphasis  on  better  management  controls,  the  department  can 
improve  the  protective  services  system.   The  department 
planning  and  management  process  can  be  a  useful  tool  in  this 
process. 


Management  Information 


The  department  does  not  have  adequate  management  informa- 
tion regarding  CPS  activity.   While  the  department  maintains 
information  on  child  abuse  and  neglect  referrals  received,  this 
information  is  sometimes  incomplete  and  inaccurate.   The 
department  also  does  not  have  adequate  workload/caseload 
information  on  social  workers.   We  recommend  the  department 
develop  and  implement  a  management  information  system  which 
includes  workload/caseload  information  and  statistics. 
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Administrative  Budgets  for 
Nonassumed  Counties 


In  counties  that  are  not  state-assumed  for  administrative  pur- 
poses, there  is  confusion  over  who  is  responsible  for  admin- 
istrative costs.   Some  counties  pay  administrative  costs,  but  there 
are  problems  with  equipment,  supplies,  and  office  space  in  other 
counties.   The  department  should  seek  legislation  to  clarify  laws 
which  require  counties  to  pay  administrative  costs  or  seek  legis- 
lation and  funding  for  the  department  to  assume  administrative 
costs  of  nonassumed  counties. 


Confidentiality  and 
Storage  of  Case  Files 


The  department  does  not  maintain  case  file  confidentiality 
because  of  inadequate  security  over  files.   Some  of  the  problems 
noted  were  due  to  a  lack  of  or  inadequate  file  cabinets.    We 
recommended  establishing  a  policy  requiring  physical  security 
over  confidential  files,  and  making  equipment  needs  and 
purchase  of  locking  file  cabinets  a  priority. 


Performance  Appraisals 


We  found  performance  appraisals  were  not  up-to-date  for  many 
department  employees.   We  recommend  the  department  continue 
to  provide  training  to  supervisory  personnel  in  performance 
appraisal  objectives  and  techniques,  and  enforce  and  monitor 
department  and  state  personnel  policy  concerning  personnel 
appraisals. 


Application/ Redeter- 
mination for  IV-E  Foster 
Care/Medicaid 


A  number  of  foster  care  case  files  did  not  include  timely  deter- 
mination or  redetermination  of  eligibility  for  Medicaid.    As  a 
result,  the  department  may  temporarily  lose  federal  funding  to 
cover  medical  expenses.   We  recommend  clarification  of  the 
applicable  policy  and  training  of  field  staff  regarding  methods 
to  use  for  updating  IV-E  eligibility  reports. 
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Introduction 


The  Legislative  Audit  Committee  requested  a  performance  audit 
of  the  Department  of  Family  Services  (DFS).   The  audit  focused 
on  Child  Protective  Services  (CPS)  investigations,  case  moni- 
toring, foster  care,  and  adoption. 


Scope  of  Audit 


The  objectives  of  our  performance  audit  were  to: 

1.  Determine  if  the  department  has  controls  to  ensure  children 
are  being  adequately  protected  as  a  result  of  reported  abuse 
and  neglect. 

2.  Evaluate  procedures  and  DFS  controls  to  ensure  social 
workers  investigate  all  referrals. 

3.  Evaluate  DFS  case  files  to  determine  if  case  files  document 
case  activity  in  accordance  with  department  policy  and  state 
law,  and  if  case  files  support  investigations  and  conclusions. 

4.  Examine  workload  and  caseload  to  determine  the  effect  on 
investigation  practices. 

5.  Evaluate  administration  of  the  CPS  program  to  review 
adequacy  of  management  controls. 

This  report  discusses  topics  and  recommendations  relevant  to 
DFS  operations  and  the  CPS  program.   Chapter  II  provides 
background  information  on  the  department  and  the  CPS 
program.   Chapters  III  and  IV  address  controls  associated  with 
the  CPS  program.   Chapter  V  discusses  program  administration. 


During  our  preliminary  audit  work  we  gathered  information  on 
all  programs  administered  by  DFS,  which  include  CPS,  Adult 
Protective  Services,  Aging,  Developmental  Disability  case 
management,  and  Pine  Hills  and  Mountain  View  Schools.   We 
interviewed  department  staff;  reviewed  laws,  rules,  policies,  and 
procedures;  and  visited  county  and  regional  offices.   Based  on 
preliminary  audit  work  we  selected  the  CPS  program  for  our 
performance  audit. 
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The  audit  scope  included  a  review  of  CPS  activity  during  fiscal 
years  1987-88  and  1988-89.   We  interviewed  staff  and  reviewed 
files  and  program  data  in  the  central  office  in  Helena.    We 
reviewed  20  completed  adoption  case  files  at  the  central  office. 
We  visited  1 1  counties  in  Montana  to  review  files  and  interview 
DFS  staff.   We  reviewed  case  files  to  determine  if  case  activity 
was  documented  and  to  determine  if  documentation  in  case  files 
supported  action  taken  by  social  workers.   We  selected  the 
counties  based  on  number  of  referrals  received,  staff  size  and 
location,  and  county  location. 

For  each  of  the  1 1  counties  visited,  we  selected  a  specific 
number  of  CPS  case  files  to  review.    We  determined  sample  sizes 
based  on  reported  incidents  and  county  population.   We 
randomly  selected  a  total  of  303  CPS  case  files  and  referrals 
from  referral/intake  logs  and  case  lists.    As  discussed  in 
Chapter  III,  workers  at  county  DFS  offices  could  not  locate  12 
of  the  requested  case  files.   Overall,  we  reviewed  291  child 
protective  services  case  files. 

We  reviewed  staffing  patterns  and  caseload  levels.    We  examined 
the  management  planning  and  control  system,  and  attended 
department  committee  meetings  to  observe  the  planning  process. 
We  reviewed  documentation  relating  to  program  controls  and 
evaluated  management  information  and  data.    Although  we 
reviewed  the  CPS  data  processing  system,  we  did  not  audit  the 
department's  computer  applications  because  the  department  had 
planned  to  conduct  its  own  review.    DFS  received  funding  to 
conduct  a  study  of  current  applications,  but  has  yet  to  begin  the 
actual  study. 

Various  community  members  involved  in  CPS  cases  were  con- 
tacted to  obtain  their  views  on  department  investigations  and 
procedures.   We  contacted  law  enforcement  personnel,  school 
counselors,  advisory  council  members,  Foster  Care  Review 
Committee  members  and  foster  parents. 

We  contracted  with  a  professional  psychologist  to  interview 
children  and  parents  involved  with  the  CPS  program.    We 
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selected  a  sample  of  24  cases  or  files  from  our  review  of  case 
files.  We  chose  case  files  to  obtain  cases  with  a  variety  of 
services  provided  and  a  diversity  in  intensity  of  services.  We 
sent  letters  to  parents  of  children  requesting  authorization  for 
the  consultant  to  conduct  interviews.  We  received  only  three 
authorizations. 

The  audit  was  conducted  in  accordance  with  governmental 
auditing  standards  for  performance  audits. 


Results  of  Oient 
Interviews 


The  professional  psychologist  we  contracted  with  interviewed 
three  young  clients  and  two  parents.   1  he  consultant  concluded: 


"A  reasonable  and  realistic  evaluation  of  the  strengths  and 
weaknesses  of  Child  Protective  Services  is  not  possible  on 
the  basis  of  the  very  limited  sample  of  people  I  interviewed. 
I  can  say  that  I  observed  no  glaring,  general  weaknesses  in 
CPS.   Most  of  what  1  did  see  was  effective  and  competent." 


Department  Compliance 


As  part  of  our  audit  we  reviewed  compliance  with  state  laws, 
administrative  rules,  state  policies,  and  department  policies 
related  to  DFS  and  the  CPS  program.   We  believe  that  generally 
the  department  is  adequately  following  up  on  alleged  child  abuse 
and  neglect,  and  protecting  children  from  further  abuse  and 
neglect.    However,  we  found  several  instances  of  noncompliance 
with  laws,  rules,  and  policies,  which  are  discussed  later  in  the 
report. 


Interim  Memoranda 


During  the  audit  we  asked  department  officials  for  written 
responses  to  selected  audit  issues.   These  areas  related  to 
potential  report  issues  and  recommendations.    In  addition,  we 
issued  management  memorandums  on  issues  which  were  less 
significant: 

--     Updating  Policies  and  Procedures  -  The  department  has  not 
updated  some  policies  and  procedures  to  reflect  the 
organization  of  DFS  and  related  changes  in  laws  and  rules 
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resulting  from  the  creation  of  DFS  as  a  separate 
department. 

Risk  Assessment  Forms  for  Transfer  Case  files  - 
Agreements  between  tribal  authorities  and  county  DFS 
offices  give  responsibility  for  investigation  and  evaluation 
of  risk  to  the  tribes.   Requiring  social  workers  to  complete 
risk  assessments  for  transfer  case  files  duplicates  work  that 
is  the  responsibility  of  other  agencies. 

Follow-up  Contact  with  Referents  Could  Improve  -  The 
department  should  communicate  with  county  DFS  offices  to 
emphasize  the  importance  of  establishing  good  rapport  with 
referents.    Follow-up  letters  or  telephone  contact  with 
referents  will  reassure  them  the  department  is  investigating 
their  referrals. 

Department  Telephone  Listings  -  In  4  of  1 1  counties  we 
visited,  we  found  the  county  offices  do  not  have  a  tele- 
phone listing  in  the  telephone  book.   The  department  should 
make  sure  local  office  telephone  numbers  are  available  to 
the  public  by  publishing  telephone  numbers  in  easily 
identifiable  areas  of  local  directories. 


Issues  for  Further 
Study 


During  our  preliminary  work  we  identified  other  department 
programs  which  we  believe  warrant  performance  audit  work. 
This  audit  work  was  not  within  the  scope  of  our  CPS  audit. 


1.  Licensing  -  Licensing  of  day  care,  foster  care,  and  group 
home  facilities  should  be  a  separate  audit.   The  licensing 
process  is  complex  and  does  not  directly  relate  to  CPS. 
Licensing  is  coordinated  out  of  district  offices  rather  than 
county  offices.    During  our  CPS  audit  work  some  depart- 
ment officials  expressed  concerns  with  licensing. 

2.  Juvenile  Justice  -  The  department  administers  Pine  Hills 
and  Mountain  View  schools  and  the  aftercare  program 
(which  is  somewhat  like  adult  parole).    Juvenile  probation 
officers  are  not  part  of  the  department.   Comments  from 
professional  contacts  in  the  counties  (judges,  county 
attorneys)  indicate  financial  and  communication  problems 
within  the  juvenile  justice  system,  and  a  possible  lack  of 
resources  in  juvenile  aftercare. 
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Background 


This  chapter  provides  an  overview  of  the  Department  of  Family 
Services  (DFS)  and  the  Child  Protective  Services  (CPS)  program. 


Department  History 


Department 
Organization 


The  50th  Legislature  created  the  Department  of  Family  Services 
by  enacting  Chapter  609,  Laws  of  1987.   The  bill  resulted  from 
a  study  conducted  by  the  Governor's  Council  on  Reorganization 
of  Youth  Services  and  was  introduced  at  the  request  of  the 
Governor.   The  new  department  was  to  alleviate  problems  with 
fragmented  services  for  children  and  families  by  consolidating 
responsibility  and  authority  for  youth  services  into  one  agency. 
The  reorganization  involved  a  transfer  of  programs  and  staff 
from  the  Department  of  Social  and  Rehabilitation  Services  and 
the  Department  of  Institutions. 

The  department  has  two  central  office  divisions,  five  regional 
offices,  two  youth  correctional  institutions,  and  the  director's 
office,  which  includes  audit  and  legal  staff. 


The  following  organization  chart  illustrates  the  department's 
organization,  including  advisory  councils. 
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Figure  1 

DEPARTMENT  Of  FABILY  SERVICES  OBGAXIZATION 
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The  Administrative  Support  Division  provides  administrative 
and  fiscal  services  for  the  department.   The  Program,  Planning, 
and  Evaluation  Division  is  responsible  for  developing  policies 
and  procedures,  performing  overall  planning,  conducting 
research,  and  evaluating  program  operations.    Within  this 
division  there  are  program  officers  for  programs  such  as  CPS, 
Adult  Protective  Services,  Training,  Licensing,  and  Adoption. 
The  program  officers  develop  policies  and  procedures  and  serve 
as  consultants  to  field  personnel,  but  have  no  supervisory 
authority  over  regional  or  county  staff. 

There  are  five  regions  which  contain  district  offices  and  county 
offices.    Most  program  operations  for  CPS  take  place  in  county 
offices.   The  department's  licensing  function  is  coordinated  out 
of  district  offices.   Headquarters  for  local  services  are  the 
regional  offices.   The  following  map  illustrates  the  regional 
breakdown  for  DPS. 
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Figure  2 

DEPARTHENT  OF   FAHILY   SERVICES 
Regional  Organization 
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Source:   Department  of  Family  Services 


Each  regional  office  has  one  or  more  Local  Youth  Services 
Advisory  Councils.   These  councils  are  responsible  for  reviewing 
local  youth  service  needs,  compiling  a  yearly  plan,  and 
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forwarding  the  local  plan  to  the  State  Advisory  Council  for 
Youth  Services.   The  State  Advisory  Council  assembles  the  local 
plans  and  develops  a  recommended  state  plan  for  youth  services. 
The  state  plan  is  intended  to  define  goals  and  objectives  for  the 
department. 

The  department  has  standing  committees  for  CPS,  Aging  and 
Adult  Protection,  Juvenile  Justice,  and  management.   Depart- 
ment staff  from  all  levels  are  represented  on  the  committees. 
Each  standing  committee  has  representation  from  social  workers, 
supervisors,  and  other  field  staff.   The  Management  Standing 
Committee  includes  field  managers  such  as  social  worker 
supervisors. 

The  management  team  is  composed  of  the  director,  staff  attor- 
ney, regional  administrators,  school  superintendents,  and 
division  administrators.   The  management  team  has  approval 
authority  over  decisions  made  by  the  committees. 


Funding 


The  department  is  funded  by  General  Fund,  State  Special  Reve- 
nue Fund,  and  Federal  Special  Revenue  Fund  moneys.    Expen- 
ditures for  CPS  cannot  be  distinguished  from  overall  expen- 
ditures of  the  department  because  expenditures  include  costs  for 
all  programs,  including  services  for  adults  and  the  develop- 
mentally  disabled.   The  department  spent  a  total  of  $30,882,933 
in  fiscal  year  1987-88  and  a  total  of  $31,819,480  in  fiscal  year 
1988-89.   Approximately  63  percent  of  total  funding  is  from  the 
General  Fund.    Almost  60  percent  of  expenditures  are  for 
benefits  and  claims. 


Two  categories  of  expenditures  that  can  be  distinguished  for 
CPS  are  foster  care  and  day  care.   Actual  benefits  paid  out  for 
foster  care  were  $8,243,946  in  fiscal  year  1987-88,  and 
$8,667,647  in  fiscal  year  1988-89.    Benefits  paid  for  day  care 
were  $633,622  and  $543,378  for  fiscal  years  1987-88  and  1988- 
89,  respectively. 
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StalTing  The  department  was  authorized  558  full-time  equivalent  (FTF.) 

positions  in  fiscal  year  1987-88  and  567  in  fiscal  year  1988-89. 
About  188  FTE  were  assigned  to  the  juvenile  institutions.   The 
regional  and  county  offices  are  staffed  by  approximately 
320  FTE,  which  are  responsible  for  DFS  program  operations. 
Although  CPS  is  the  largest  program,  many  regional  and  county 
level  employees  perform  functions  for  all  programs.   We  could 
not  separate  out  the  number  of  employees  strictly  assigned  to 
CPS  duties,  especially  in  rural  counties. 

There  are  several  types  of  CPS  staff,  including: 

1.  Social  workers  -  investigate  reports  of  child  abuse  and 
neglect  and  refer  families  to  services,  monitor  case  files, 
and  maintain  files. 

2.  Social  worker  supervisors  -  work  with  social  workers  to 
coordinate  investigations  and  provide  daily  supervision. 

3.  Home  attendants  (human  service  aides)  -  drive  children  to 
appointments  and  teach  some  basic  parenting  skills. 

4.  Family  resource  workers  -  conduct  home  visits,  conduct 
licensing  studies  for  foster  care  providers  and  adoptive 
homes,  and  supervise  adoptive  placements. 

5.  Central  office  program  officers  -  provide  policy  and 
procedure  clarification  and  consulting  services  to  field  staff. 

6.  Clerical  staff  -  provide  support  for  CPS  staff. 

In  larger  counties,  child  protection  social  workers  are  organized 
into  intake  and  ongoing  units.   The  intake  unit  performs 
investigations  of  child  abuse  and  neglect,  and  the  ongoing  unit 
provides  continuing  casework.    In  smaller  counties,  the  same 
social  workers  provide  intake  and  ongoing  services  for  children, 
adults,  and  developmentally  disabled  individuals. 
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ChUd  Protective 
Services  Program 


The  Child  Protective  Services  Program  is  the  largest  and  most 
visible  function  of  the  department.   The  program  provides 
investigations  of  referrals  of  child  abuse  and  neglect.   Child 
abuse  is  an  infliction  of  physical  or  mental  injury  on  a  child, 
including  sexual  abuse  or  exploitation.   Child  neglect  is  failure 
to  supply  a  child  with  adequate  food,  shelter,  or  medical  treat- 
ment.  The  CPS  program's  main  purpose  is  to  identify  and 
protect  abused  and  neglected  children  and  provide  services  to 
children  and  families. 


A  social  worker  opens  a  case  when  the  department  receives  an 
allegation  of  abuse  or  neglect.   Allegations  are  usually  investi- 
gated on  an  incident-by-incident  basis.   Section  41-3-201, 
MCA,  requires  certain  professionals  and  officials  to  report  sus- 
pected child  abuse  and  neglect  to  DFS  or  its  local  office.   The 
department  also  receives  referrals  of  suspected  child  abuse  and 
neglect  from  other  persons  in  a  community. 


Attempt  to  Keep  Children 
in  Natural  Home 


The  department's  philosophy  is  to  attempt  to  keep  children  in 
their  natural  homes  and  provide  services  to  the  family.   Services 
provided  to  children  and  families  include  counseling,  day  care, 
foster  care,  and  adoption.    Parents  are  also  referred  to  drug  and 
alcohol  counseling,  parenting  training,  and  other  community 
services.  The  department  recommends  these  services  to  prevent 
out-of-home  placements,  or  to  attempt  to  solve  problems  so  the 
department  can  return  a  child  to  the  natural  home. 


Out-of-Home  Care 


A  child  may  be  put  into  out-of-home  substitute  care  (foster 
care)  if  department  intervention  and  services  do  not  improve  the 
situation  or  if  the  investigation  reveals  the  child  is  in  danger. 
Children  are  also  placed  in  facilities  for  intensive  psychiatric  or 
substance  abuse  treatment,  if  the  department  and  other  profes- 
sionals determine  treatment  is  necessary.   There  are  approxi- 
mately 1,150  licensed  foster  care  providers  in  Montana.    If  a 
family  cannot  be  reunited,  the  department  may  consider 
adoption.   The  department  finalized  85  adoptions  in  fiscal  year 
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1985-86,  66  in  fiscal  year  1986-87,  90  in  fiscal  year  1987-88, 
and  46  in  fiscal  year  1988-89. 

The  department  is  currently  incorporating  prevention  of  child 
abuse  and  neglect  as  a  goal  of  the  CPS  program  in  conjunction 
with  several  public  and  private  agencies.   The  department's  goal 
is  to  develop  a  plan  for  prevention  to  clarify  DFS'  role  in 
relationship  to  other  agencies  and  to  avoid  duplication  of 
programs  currently  provided  through  other  agencies. 


Data  Processing 


The  department  has  two  data  processing  applications  housed  on 
the  state's  mainframe  computer.   Both  applications  use  the 
Department  of  Social  and  Rehabilitation  Services  Client 
Database.   The  legislature  gave  DFS  specific  authority  to  study 
whether  the  two  DFS  applications  and  related  data  should  be 
separated  from  the  Client  Database.   The  Foster  Care  database 
maintains  information  on  children  in  foster  care  and  generates 
foster  care  payments.   The  Protective  Services  Information 
System  (PSIS)  provides  summary  statistics  concerning  completed 
investigations  of  abuse  and  neglect. 


Child  Abuse  and  Neglect 
Incidents 


The  following  chart  illustrates  the  approximate  number  of  child 
abuse  and  neglect  incidents  recorded  on  the  PSIS  in  fiscal  years 
1984-85  through  1988-89.   The  number  of  alleged  incidents  has 
risen  steadily.   Department  officials  are  not  certain  of  the  reason 
for  the  increasing  number  of  reported  incidents,  but  reasons 
could  include:    increased  community  awareness,  increased 
reporting  of  child  abuse  and  neglect  by  private  citizens  and 
school  officials,  and  increased  abuse  and  neglect  due  to 
economic  changes. 
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Figure  3 


CHILD  ABUSE  AND  NEGLECT    INCIDENTS  REPORTED 
Fiscal  Tears   1984-85   tironah   1968-89 


1984-85      1965-86      1986-67 
FISCAL  TEARS 


Source   Coiplled  b;  the  Office  of  tue  Legislative  Auditor  froi 
Departient  of  Faillr  Seivlces  Records. 


Statistics  Understated 


We  obtained  information  at  the  county  level  and  compared  it  to 
information  on  the  PSIS  system.   We  found  the  statistics  on  the 
PSIS  are  understated;  therefore,  we  believe  the  number  of 
alleged  incidents  is  higher  than  the  above  chart  indicates.    We 
also  found  the  number  of  confirmed  incidents  may  not  be 
accurate  because  some  PSIS  information  is  sent  to  the  central 
office  before  county  social  workers  have  completed  investiga- 
tions.  These  issues  are  discussed  in  Chapter  III. 
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Introduction  This  chapter  discusses  areas  for  improvement  in  case  manage- 

ment of  Child  Protective  Services  (CPS)  case  files.   Section 
41-3-202(1),  MCA,  requires  a  social  worker,  or  the  county 
attorney,  or  a  peace  officer,  to  promptly  conduct  a  thorough 
investigation  into  all  reports  of  child  abuse  and/or  neglect.   Any 
of  these  individuals  may  initiate  an  investigation.   The  Depart- 
ment of  Family  Services  (DFS)  is  required  to  notify  the  local 
county  attorney  of  investigations  initiated  by  social  workers 
(referred  to  as  workers  throughout  this  report).   People  reporting 
suspected  abuse  or  neglect  are  called  referents. 

Investigations  conducted  by  the  department  can  consist  of 
multiple  interviews  with  children,  parents,  physicians,  thera- 
pists, and  other  individuals  involved  in  the  case.   CPS  investi- 
gations can  include  multiple  home  visits  and  may  involve  other 
agencies  such  as  law  enforcement  agencies  and  tribal  authorities. 

Social  workers  obtain  information  from  Child  Protection  Teams 
(CPTs)  in  the  community  to  help  make  decisions.   CPTs  are 
composed  of  professionals  in  the  community  who  assist  DFS  in 
assessing  needs,  monitoring  plans,  and  coordinating  services  to 
children  and  their  families. 

The  following  chart  illustrates  the  general  process  followed  by 
the  department  when  a  referral  of  alleged  abuse  or  neglect  is 
received. 
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Figure  4 

CPS  CASE  MANAGEMENT  PROCESS 
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Source:  Compiled  by  the  Office  of  the  Legislative  Auditor 
based  on  interviews  with  DFS  staff  and  review  of 
procedures. 


Page  14 


Chapter  III 
Case  Management 


Referral  Process 


We  reviewed  procedures  used  by  county  DFS  offices  to  investi- 
gate and  document  incoming  referrals  of  possible  child  abuse 
and  neglect.   We  found  inconsistencies  in  recording  of  referrals. 
Some  incoming  referrals  are  apparently  not  investigated,  and 
some  investigations  are  not  immediate.    Inconsistencies  also  exist 
in  methods  used  to  assign  and  investigate  referrals.   In  addition, 
most  files  did  not  contain  documentation  of  follow-up  contact 
with  people  making  referrals.   The  following  sections  discuss 
these  issues. 


Clarification  of  Investi- 
gation Responsibilities 
Needed 


County  offices  are  inconsistent  in  their  handling  of  third-party 
abuse  case  files.   Third-party  abuse  is  abuse  by  someone  outside 
of  the  family  household.    In  some  counties,  workers  receive  a 
referral  of  third-party  abuse  and  begin  investigating  by  inter- 
viewing the  victim.   In  other  counties,  workers  transfer  referrals 
of  third-party  abuse  to  law  enforcement.   Some  DFS  workers 
will  not  investigate  an  allegation  of  third-party  abuse  unless 
requested  to  perform  interviews  by  law  enforcement. 


State  laws,  rules,  and  department  policies  do  not  specifically 
address  department  and  law  enforcement  responsibilities  for 
investigating  third-party  abuse.    Montana  statutes  give  DFS 
specific  responsibility  to  provide  protective  services.   However, 
Montana  statutes  require  a  social  worker,  or  the  county  attorney, 
or  a  peace  officer,  to  investigate  reported  child  abuse  and 
neglect.   Statutes  encourage  the  department  to  seek  cooperation 
and  involvement  of  all  appropriate  agencies,  including  law 
enforcement.    DFS  policy  states  the  social  worker  should  discuss 
with  the  county  attorney  how  to  handle  interviews  with  alleged 
offenders.   The  policy  does  not  mention  other  law  enforcement 
officials. 

We  discussed  third-party  abuse  referrals  with  law  enforcement 
officers  in  each  county  we  visited.   Law  enforcement  officers 
said  DFS  should  transfer  referrals  of  third-party  abuse  to  law 
enforcement  agencies.   Most  officers  said  law  enforcement 
should  conduct  interviews  of  the  alleged  offender.   The  officers 
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we  interviewed  said  if  social  workers  do  not  properly  handle 
referrals  of  third-party  abuse,  law  enforcement  officers  may  not 
be  able  to  collect  necessary  evidence  to  prosecute. 

It  appears  procedures  are  confusing  to  community  members  who 
make  referrals  to  DFS  and  believe  DFS  has  not  acted.    We  are 
aware  of  a  situation  where  a  community  member  made  a 
referral  involving  third-party  abuse  and  did  not  know  county 
offices  refer  these  allegations  to  law  enforcement  agencies.   The 
referent  did  not  understand  DFS'  procedures. 

Specific  policies  and  procedures  have  not  been  established 
because  the  department  believes  the  current  system  works. 
Some  county  DFS  offices  and  local  law  enforcement  agencies 
use  informal  procedures  for  handling  third-party  abuse; 
however,  the  procedures  are  not  consistent.   The  department 
should  establish  and  communicate  policies  specifying  which 
types  of  cases  should  be  referred  to  law  enforcement  and  how 
social  workers  should  handle  these  referrals. 


Recommendation  #1 

We  recommend  the  department  establish  policies  and 
procedures  regarding  responsibility  for  investigating 
referrals  of  third-party  abuse. 


Documentation  of 
Referrals 


Central  county  documentation  of  all  referrals  received  enables 
counties  to  record  and  document  activity  for  future  reference 
and  helps  supervisors  ensure  each  referral  is  appropriately 
investigated.    Procedures  for  documenting  referrals  were 
inconsistent  in  the  11  counties  visited.   Three  counties  do  not 
maintain  any  type  of  central  documentation  of  all  referrals.   One 
county  keeps  a  card  catalog  of  referrals.   Seven  counties  main- 
tain some  sort  of  central  referral  documentation,  but  there  is 
little  consistency  between  counties.   Several  counties  have  forms 
for  centrally  recording  referrals,  but  activity  recorded  on  the 
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forms  differed.   Several  counties  record  referrals  in  a  notebook, 
but  they  do  not  record  disposition  of  referral  or  worker 
assigned. 

In  those  counties  with  ineffective  referral  documentation,  we 
could  not  determine  if  an  investigation  took  place  for  all 
referrals  received.   It  was  difficult  to  determine  the  number  of 
referrals  counties  received  and  disposition  of  some  of  the 
referrals. 

The  department  does  not  have  formal  policies  and  procedures 
for  counties  to  centrally  record  referrals  received,  other  than 
individual  case  reports.   As  a  result,  counties  have  developed 
their  own  forms  and  procedures.   Some  county  supervisors 
believe  they  should  record  all  incoming  referrals  on  a  central 
form  and  include  the  date,  time,  caller,  name  of  family,  worker 
assigned,  and  disposition  of  case.   Some  county  supervisors 
believe  all  that  is  necessary  is  to  record  the  date  and  a  name, 
which  may  be  the  referent  or  the  family  referred.   Some  county 
workers  do  not  record  all  calls  because  there  are  only  a  few 
workers  and  they  do  not  believe  a  central  form  for  recording 
referrals  is  necessary.   One  county  maintains  a  card  catalog  of 
referrals  which  workers  believe  functions  much  like  a  log  of 
activity;  however,  the  cards  are  filed  in  alphabetical,  not 
chronological  order. 

The  department  should  develop  a  standard  format  for  docu- 
menting and  tracking  incoming  referrals.    A  standard  format 
would  aid  department  personnel  during  reviews  and  investiga- 
tions of  county  DFS  office  operations  and  provide  statewide 
consistency.   The  department  plans  to  use  referral/in-take  logs 
to  ensure  statewide  consistency,  and  plans  to  develop  policy  to 
implement  referral/in-take  logs  and  ensure  their  use. 
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Recommendation  #2 

We  recommend  the  department  develop  and  implement: 

A.  A  referral  tracking  system  for  use  statewide. 

B.  Formal  policy  requiring  county  DFS  offices  to  record 
all  referrals  of  abuse  and  neglect  on  the  system. 


Untimely  or  No  Investi- 
gation of  Referrals 


Department  policy  states  the  department  must  investigate  all 
reports  with  reasonable  cause  to  suspect  child  abuse  or  neglect. 
If  workers  do  not  investigate  referrals  of  a  dangerous  nature 
immediately,  they  may  place  children  in  jeopardy.   The  result 
could  be  injury  or  death. 

For  each  CPS  case  file  we  reviewed,  we  checked  for 
documentation  of  referrals.   Although  social  workers  told  us 
they  investigate  all  referrals,  our  review  of  files  showed  some 
were  not  investigated.    We  found  15  case  files  (5  percent),  in  6 
counties,  where  there  were  referrals,  but  no  apparent  follow-up 
took  place.    For  example,  one  social  worker  tried  to  contact  the 
family  referred  to  DFS,  but  was  unsuccessful.   The  social 
worker  asked  the  supervisor  for  help,  and  the  supervisor 
suggested  they  wait  until  school  starts,  then  pursue  the  case. 
There  was  no  indication  of  a  follow-up.    Additionally,  as 
discussed  later  in  this  chapter,  social  workers  and  supervisors 
were  unable  to  find  12  of  the  files/referrals  (4  percent)  we 
requested.    It  is  possible  these  referrals  were  not  investigated 
and  documentation  was  not  created. 

Department  policy  states  the  department  must  investigate 
immediately  if  a  child  may  be  in  immediate  danger  of  serious 
harm.   Seven  of  the  15  files  discussed  above  were  sexual  or 
physical  abuse  cases.   The  reports  indicated  the  children 
involved  were  in  immediate  danger.    In  four  of  seven  case  files, 
it  did  not  appear  the  investigation  was  immediate.    Investigation 
start  dates  ranged  from  7  to  17  days  after  referral.   The  other 
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three  sexual  and  physical  abuse  referrals  were  not  investigated, 
or  at  least  did  not  have  documentation  of  action  taken. 

Different  Methods  Used  to  Part  of  the  reason  referrals  were  not  investigated  may  be  that 

Assign  Referrals  county  supervisors  use  different  methods  to  assign  referrals  to 

workers.   Some  supervisors  do  not  assign  referrals  at  all.   In  one 
county,  workers  take  referrals  from  a  basket  when  they  have 
time.    It  is  possible  inconsistency  in  assignment  of  referrals 
causes  delays  in  investigations  or  even  noninvestigation  of 
referrals. 

Another  factor  may  be  that  social  workers  may  not  have  enough 
time  to  investigate  all  referrals.   Over  half  of  the  referrals 
discussed  above  were  received  by  counties  with  caseload  levels 
above  the  maximum  recommended  by  the  Child  Welfare  League. 
The  Child  Welfare  League  is  a  national  organization  devoted  to 
study  and  evaluation  of  social  work  practices.   One  supervisor 
said  some  lower  risk  referrals  do  not  get  investigated  because 
workers  do  not  have  enough  time,  and  a  referral  we  reviewed 
indicated  an  investigation  did  not  take  place  due  to  the  extreme 
number  of  complaints  received  that  month.   Caseload  levels  are 
discussed  further  in  Chapter  V. 

The  department  should  develop  formal  policies  for  assigning  and 
investigating  all  referrals.   Department  officials  believe  high 
priority  cases  get  investigated  in  a  timely  manner.    The  depart- 
ment plans  to  study  caseload  levels  to  determine  if  reallocation 
or  additional  positions  are  needed.   The  department  agrees 
referrals  should  be  assigned  to  workers,  and  will  develop  policy. 

Recommendation  #3 

We  recommend  the  department  develop  and  implement 
formal  policy  regarding  assignment  of  referrals. 
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Case  FUe 
Documentation 


We  reviewed  case  files  at  county  DFS  offices  to  determine 
whether  social  workers  adequately  document  investigations  and 
case  decisions.   We  used  the  department's  policies  and 
procedures  as  criteria  for  our  evaluation.    We  found  social 
workers  submit  some  reports  before  completion  of  the 
investigation.   Some  files  do  not  contain  the  Report  on  Child 
Protective  Services  Referral  (DFS- 1  lOA)  form  or  a  risk 
assessment  form  for  each  referral.    We  found  some  case  files  do 
not  contain  a  written  narrative  and  conclusion  for  investigations 
or  documentation  to  support  ongoing  decisions  and  services 
provided  to  clients.   The  following  sections  discuss  these  issues. 


Inconsistency  in  Investiga- 
tion Time  Frames 


Inconsistencies  exist  between  statutes  and  department  policies 
regarding  investigation  time  frames.    According  to  section 
41-3-202(4),  MCA,  the  investigating  social  worker  shall  furnish 
a  written  report  to  the  department  within  60  days  of  starting  an 
investigation.   However,  department  policy,  section  CSD-SS 
201-4,  states  Montana  law  requires  social  workers  to  complete 
investigations  within  60  days. 


The  DFS-1  lOA  (1  lOA)  form  is  a  one-page  summary  of  a  case 
investigation  and  is  the  basis  for  input  into  the  department's 
Protective  Services  Information  System  (PSIS).   All  CPS  case 
files  must  contain  the  form  for  each  referral.   Workers  must 
submit  a  copy  of  the  form  to  the  department  within  60  days  of 
receipt  of  the  referral.   The  copy  satisfies  the  statutory 
requirement  for  submission  of  investigation  reports  within 
60  days. 

Social  workers  said  they  cannot  complete  all  investigations 
within  60  days.   Some  workers  said  to  comply  with  state  laws 
they  fill  out  1  lOA  forms  even  if  the  investigation  is  not 
complete  and  results  are  not  yet  determined. 

If  a  1  lOA  form  is  filled  out  and  sent  in  before  the  investigation 
is  complete,  the  form  may  not  accurately  represent  the  situation. 
Social  workers  do  not  update  forms  which  are  sent  in  before  the 
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investigation  is  completed.   E)epartment  investigation  statistics 
are  therefore  not  accurate.   Department  policy  is  not  consistent 
with  state  law. 


DFS-110A  Forms  Could 
be  Improved 


We  selected  a  specific  referral  date  from  intake  logs  and  then 
reviewed  files  to  ensure  a  form  was  filled  out  for  those  referrals. 
We  also  reviewed  case  files  to  ensure  a  form  was  completed  for 
all  other  referrals  received.   Of  the  291  files  reviewed,  44  files 
(15.1  percent)  in  7  counties  were  missing  some  or  all  forms  for 
referrals  selected  from  intake  logs.    In  addition  to  our  sample  of 
referrals,  we  found  116  additional  referrals  in  the  same  case 
files  were  not  documented  on  a  1  lOA  form.   In  78  files 
(26.8  percent),  social  workers  did  not  submit  1  lOA  forms  to  the 
central  office  within  60  days.    All  counties  we  reviewed  had  a 
number  of  late  submissions. 

Social  workers  gave  two  major  reasons  why  they  do  not 
complete  llOA  forms.   The  first  reason  is  paperwork  is 
completed  as  time  allows.   The  second  reason  is  the  1  lOA  form 
does  not  adequately  represent  all  types  of  referrals  they  receive 
and  services  they  provide.   One  social  worker  said  workers  do 
not  complete  the  form  or  complete  it  incorrectly  because 
available  reporting  categories  are  not  always  appropriate.   For 
example:   social  workers  said  another  category,  such  as 
undetermined,  is  needed  if  the  case  cannot  be  confirmed  within 
60  days.   Department  officials  indicated  the  form  was  designed 
to  comply  with  federal  and  state  reporting  requirements,  not  to 
meet  the  needs  of  field  staff. 

By  not  completing  the  forms,  departmental  documentation  of 
referrals  does  not  occur  and  referral  statistics  on  the  PSIS  system 
are  understated.    Department  officials  said  paperwork  is  the 
basis  used  to  substantiate  the  need  for  additional  field  staff  and 
develop  statistical  information.   Since  the  PSIS  system  is  used 
for  gathering  statistics,  the  department  may  make  decisions 
based  on  inaccurate  information. 
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Recommendation  #4 

We  recommend  the  department: 

A.  Revise  policy  regarding  completion  of  investigations 
and  submission  of  investigation  reports  to  ensure 
reliability  in  reporting. 

B.  Revise  the  DFS-llOA  form  to  meet  needs  of  field 
staff  and  to  better  document  investigation  results. 


Protective  Services 
Information  System 


Section  41-3-202(4),  MCA,  states  the  department  shall  maintain 
a  system  containing  child  abuse  and  neglect  cases.   Section 
1 1.5.501(2)(c),  ARM,  states  the  department  shall  enter  all  reports 
into  the  state  PSIS.   Workers  can  request  a  "central  search"  of  the 
PSIS  to  determine  if  clients  have  prior  involvement  with  DFS. 


Part  of  our  review  included  determining  if  a  sample  of  281  cases 
from  county  DFS  offices  were  on  the  PSIS.    We  also  selected 
individual  1  lOA  forms  from  each  case  and  traced  these  referrals 
to  the  PSIS  system.    We  found  26  out  of  281  confirmed  cases 
(9  percent),  from  6  counties,  were  not  on  the  PSIS  system.    In 
addition,  62  substantiated  referrals  (22  percent),  from  8 
counties,  were  not  on  the  system.   These  figures  do  not  include 
unsubstantiated  referrals. 

Social  workers  told  us  they  do  not  always  fill  out  the  1  lOA  form. 
As  discussed  in  the  previous  section,  many  1  lOA  forms  are  not 
completed  because  the  form  does  not  contain  some  necessary 
categories  and  because  of  time  constraints. 

The  PSIS  does  not  accurately  portray  instances  of  child  abuse 
and  neglect  investigated  and  confirmed.    Inaccurate  information 
on  the  PSIS  could  be  harmful  to  children  because  social  workers 
may  not  be  aware  of  previous  child  abuse  and  neglect.   Social 
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workers  may  not  take  appropriate  action  if  they  are  unaware  of 
previous  incidents  of  abuse  or  neglect. 

The  department  should  emphasize  to  social  workers  the 
importance  of  accurate  information  on  the  PSIS.   The  depart- 
ment should  encourage  and  monitor  submission  of  1  lOA  forms 
for  all  referrals  to  ensure  accuracy  of  the  PSIS.   The  department 
believes  timely,  accurate,  and  consistent  reporting  is  vital  to  a 
reliable  database.   The  department  is  presently  analyzing  how 
best  to  meet  database  needs. 


Recommendation  #5 

We  recommend  the  department  monitor  submission  of 
DFS-llOA  forms  to  ensure  accuracy  of  the  PSIS. 


Risk  Assessment  Forms 
Not  Always  Used 


Department  policy  specifies  all  reports  must  contain  an  assess- 
ment of  danger  to  all  children  in  the  home  in  the  case  narrative 
or  on  a  risk  assessment  form.   The  department's  Child  Risk 
Assessment  Instrument  is  the  form  provided  to  assist  workers  in 
evaluating  risk  related  to  a  case.   The  risk  assessment  form 
requires  the  social  worker  to  consider  and  document  13  factors 
of  risk  and  categorize  each  child  as  low,  medium,  or  high  risk. 
For  example,  the  sixth  risk  assessment  factor  is  the  caretaker's 
level  of  cooperation.   If  the  caretaker  is  willing  to  cooperate  and 
work  with  the  social  worker,  risk  for  factor  six  would  be  low. 
If  the  caretaker  does  not  believe  there  is  a  problem  and  refuses 
to  cooperate,  risk  for  factor  six  would  be  high. 

Of  the  291  files  reviewed,  112  (38.5  percent)  did  not  contain  the 
Child  Risk  Assessment  Instrument  or  a  narrative  discussion.    By 
not  using  the  risk  assessment  form,  workers  may  not  accurately 
evaluate  the  child's  situation  and  supervisors  also  may  not 
establish  appropriate  investigation  priorities.    If  priorities  are 
not  accurately  evaluated,  continued  abuse  or  neglect  could  occur 
which  may  result  in  harm  to  a  child. 
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Social  workers  and  supervisors  stressed  the  importance  of  risk 
assessments  for  evaluating  danger  to  children  and  determining 
priorities  for  investigating  referrals.   They  said  if  they  do  not 
complete  a  risk  assessment  form  due  to  time  constraints,  they 
informally  consider  the  risk  factors. 


Narratives  and  Supporting 
Documentation  Lacking 


Department  policy  requires  all  case  records  for  each  referral 
investigation  to  contain  investigation  records  and  a  current 
narrative,  including  a  conclusion  that  the  referral  is 
substantiated  or  unsubstantiated.    If  there  is  no  evidence 
indicating  abuse  or  neglect  has  occurred,  a  referral  is  considered 
unsubstantiated.    Department  policy  requires  all  ongoing  cases  to 
have  a  quarterly  case  narrative  to  support  actions  taken  and 
services  provided. 


Of  the  291  files  reviewed,  66  files  (22.7  percent),  in  9  counties, 
did  not  contain  a  narrative  of  the  referral  investigation,  a 
conclusion,  and/or  case  narratives  and  other  documentation  to 
support  the  case  and  services  provided  to  clients.   One  file  we 
reviewed  had  a  referral  stating  the  social  worker  would  ask  the 
Child  Protection  Team  whether  to  contact  the  child's  parents. 
The  file  also  said  the  social  worker  would  wait  to  see  if  the 
court  would  institutionalize  the  child.   There  was  no  further 
documentation  in  the  file.    It  was  impossible  to  determine  the 
conclusion  of  the  investigation. 

Documentation  provides  necessary  support  to  gain  court 
approval  for  protective  services.    If  a  case  file  was  subpoenaed 
by  the  court  and  supporting  documentation  was  not  adequate  the 
department  could  lose  jurisdiction  over  the  child,  and  the  child 
may  not  be  properly  protected.   Lack  of  documentation  also 
prevented  us  from  determining  why  the  department  took  action 
to  protect  children.    For  example:   an  ongoing  case  file  we 
reviewed  had  a  child  placed  into  foster  care,  but  there  were  no 
referrals  corresponding  to  the  placement  date.   The  file  had  no 
documentation  explaining  why  the  worker  placed  the  child  into 
foster  care. 
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Without  documentation,  the  department  cannot  assure  investi- 
gations are  prompt  and  thorough,  and  workers  provide  ongoing 
protective  services.    If  there  is  a  change  in  workers  handling  a 
case,  the  new  worker  cannot  adequately  determine  actions  taken 
in  order  to  proceed  properly.   Supervisors  and  other  staff  also 
handle  case  files  of  social  workers  who  have  left  employment 
with  DFS.   Supervisors  cannot  review  appropriateness  of  social 
worker  decisions  and  services  provided  to  clients  without 
complete  documentation. 


Stress  Importance  of  Case 
Documentation 


We  realize  social  workers  sometimes  have  multiple,  daily  con- 
tacts with  different  clients  and  referents.    Almost  all  social 
workers  said  completion  of  paperwork  is  their  lowest  priority. 
In  addition,  some  county  DFS  offices  do  not  have  equipment 
such  as  dictaphones  and/or  support  staff  to  maintain  updated 
case  file  documentation.   Several  supervisors  have  established 
"protected"  time  to  allow  social  workers  to  complete  case 
documentation. 


An  option  for  the  department  is  to  review  county  DFS  office 
equipment  and  support  staff  levels.   The  department  could  then 
determine  whether  additions  or  reallocations  would  improve  case 
file  documentation. 

In  order  to  adequately  protect  children,  to  support  all  actions 
taken,  and  to  avoid  possible  liability  for  the  department,  county 
DFS  offices  should  document  all  decisions  and  services  pro- 
vided.  To  ensure  documentation  is  adequate,  the  department 
should  stress  the  importance  of  and  train  field  staff  on  comple- 
tion of  case  documentation,  including  1  lOA  forms,  risk  assess- 
ment forms,  and  ongoing  case  documentation.   The  department 
director  has  stressed  the  need  to  establish  a  "model"  case  file, 
which  will  include  the  risk  assessment  and  llOA  form,  to  ensure 
statewide  consistency.   The  director  plans  to  have  the  standing 
committee  and  management  team  develop  appropriate  policy  and 
to  design  a  more  effective  form.   In  addition,  DFS  is  requesting 
office  equipment  to  enable  staff  to  meet  policy  requirements. 
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Recommendation  #6 

We  recommend  the  department  stress  importance  of  risk 
assessments  and  case  documentation  and  train  field  staff 
on  completion  of  case  file  documentation  under  established 
department  policy. 


Missing  Case  Files 


In  order  to  provide  evidence  of  investigations,  social  workers 
must  document  all  investigations.    Department  policy  requires  a 
brief  narrative  summary  on  all  investigation  case  files,  and  a 
case  record  for  each  family  served. 


We  provided  a  list  that  we  created  of  randomly  selected  case 
files  and  referrals  from  case  logs  to  supervisors  or  social 
workers,  depending  on  the  county.   The  social  workers  and 
supervisors  were  unable  to  find  12  case  files  (4.1  percent)  and 
referrals  requested.    Files  were  missing  in  5  of  1 1  counties. 

As  mentioned  previously,  because  written  documentation  was 
not  maintained  for  all  case  files,  we  were  unable  to  determine  if 
the  department  investigated  all  reported  instances  of  abuse  or 
neglect  as  required  by  state  law.    In  addition,  if  the  department 
receives  a  referral  on  a  family  previously  referred,  but  there  is 
no  documentation,  social  workers  may  not  take  appropriate 
action. 

We  could  not  determine  specifically  why  these  files  and  referrals 
were  missing,  but  interviews  and  observations  provided  several 
possible  reasons.   First,  we  found  inadequate  control  over  files. 
In  one  county,  we  found  case  files  stacked  on  top  of  filing 
cabinets  and  on  the  floor  around  the  cabinets.   Most  counties  do 
not  use  "out"  cards  to  show  a  file  is  out  and  indicate  its  location. 

Second,  we  found  most  counties  file  case  files  under  parent 
names,  and  some  parent  names  change.   Therefore,  workers  may 
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not  have  been  able  to  find  files  due  to  inadequate  cross- 
referencing.   Finally,  it  is  also  possible  the  referrals  were  not 
investigated  and  documentation  was  not  created.    In  order  to 
ensure  case  records  are  maintained  to  document  investigations, 
the  department  should  develop  appropriate  filing  and  case  file 
tracking  procedures. 


Recoiomendatioa  #7 

We  recommend  the  department  develop  appropriate  case 
filing  and  tracking  procedures. 


Quality  Control 


The  results  of  our  audit  work  indicate  a  need  for  quality  control 
reviews  of  field  operations  and  case  file  management. 


Supervisory  Review 


DFS  has  established  policies  and  procedures  regarding  super- 
visory review  of  case  files  handled  by  social  workers.    DFS 
policy  CSD-ADM,  107-7,  reads: 

"1.    The  first  case  review  is  to  be  done  within  thirty  (30)  days 
of  the  initial  date  of  service. 

2.  Subsequent  case  reviews  are  to  be  done  at  a  minimum  of  six 
month  intervals. 

3.  Case  files  are  also  to  be  reviewed  by  the  immediate  super- 
visor at  the  time  of  transfer  or  termination." 

This  policy  also  stipulates:  "...  upon  review,  if  the  case  meets  all 
requirements,  the  supervisor  indicates  approval  by  signing  and 
dating  the  record  alongside  the  most  recent  dictation." 

Case  files  are  a  permanent  record  of  the  work  performed  by 
social  workers  and  provide  evidence  which  is  the  basis  for 
investigation  conclusions.   The  case  files  are  the  connecting  link 
between  investigations  and  social  worker  recommendations.   It  is 


Page  27 


Chapter  m 

Case  Management 


the  supervisor's  responsibility  to  see  that  case  files  meet  these 
needs  by  reviewing  files  and  ensuring  workers  complete  critical 
documents  and  narratives.   Supervisory  review  helps  provide  the 
department  with  control  over  quality  and  documentation  of 
work  performed. 

In  the  eleven  counties  visited,  we  found  no  documentation  of 
supervisory  review  in  153  of  the  291  files  (53.6  percent) 
reviewed.   During  our  field  work,  we  also  found  many  concerns 
which  appropriate  supervisory  review  could  have  identified  and 
corrected.   Examples  include  failure  to  carry  out  prescribed 
policies  and  procedures,  and  missing  and/or  incomplete  docu- 
mentation of  case  activity. 

The  department  cannot  ensure  quality  investigations  and  protec- 
tive services  without  consistent  supervisory  reviews  of  case  files 
and  related  documentation.   If  supervisors  do  not  review  files, 
they  may  not  identify  inappropriate  actions  by  social  workers, 
and  may  not  take  corrective  action  when  necessary.   The  possi- 
bility exists  that  children  could  be  put  in  jeopardy  if  social 
workers  do  not  take  appropriate  action  in  a  given  case. 

Social  worker  supervisors  in  five  of  eleven  counties  said  they 
completed  all  supervisory  reviews  even  though  they  might  not 
have  formally  documented  the  reviews.   Other  supervisors  told 
us  they  occasionally  complete  reviews  and  support  the  need  for 
supervisory  review.    All  supervisors  interviewed  told  us  they 
regularly  discuss  case  files  with  their  social  workers.   Super- 
visors believe  they  are  aware  of  case  circumstances,  and  actually 
signing  the  case  file  is  often  unnecessary  and  time  consuming. 

Supervisors  say  due  to  workload  and  travel  requirements,  they 
are  not  always  able  to  conduct  reviews.   Supervisors  in  five  of 
eleven  counties  said  they  carry  caseloads  because  of  position 
vacancies  and/or  workload  requirements,  which  means  they  are 
doing  work  that  social  workers  normally  do.   Some  supervisors 
also  spend  considerable  time  on  the  road  traveling  to  counties 
they  supervise.   There  are  at  least  four  supervisors  in  the  state 
responsible  for  six  to  seven  counties. 
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Supervisors  should  routinely  review  case  files  to  ensure  workers 
take  appropriate  action  and  complete  required  documentation. 
Department  managers  should  consider  revising  the  current 
supervisory  review  policy  which  may  be  impractical  considering 
supervisor  travel  and  caseload  constraints.    For  example, 
reviewing  every  case  file  within  30  days  may  not  be  productive 
because  many  investigations  are  not  completed  within  30  days. 
Department  officials  will  address  this  issue  by  discussing  need 
for  policy  changes  with  regional  administrators  and  supervisors. 


Recommendation  #8 

We  recommend  the  department: 

A.  Establish  reasonable  times  for  supervisory  review. 

B.  Monitor  and  enforce  supervisory  review  policies. 


Departmental  Reviews  The  department  does  not  periodically  require  a  review  of  a 

sample  of  all  CPS  case  files.   The  department's  Planning  and 
Evaluation  Bureau  currently  reviews  a  sample  of  foster  care  case 
files  in  the  field.   The  review  is  completed  prior  to  federal 
eligibility  and  compliance  reviews  of  foster  care  case  files  to 
determine  if  federal  management  requirements  are  being  met. 
The  department  does  a  quality  control  review  to  ensure  there  are 
no  sanctions  resulting  from  the  federal  review.    Federal  man- 
agement requirements  for  foster  care  files  are  discussed  in 
Chapter  IV. 

In  our  sample  of  291  case  files,  94  were  case  files  where 
children  were  placed  in  foster  care  (approximately  32  percent). 
Our  audit  work  indicates  the  department  reviews  improve  docu- 
mentation of  foster  care  case  files,  as  most  foster  care  cases 
contained  documentation  which  supported  the  case  and  services 
provided.    For  example,  less  than  5  percent  of  foster  care  case 


Page  29 


Chapter  HI 

Case  Management 


files  did  not  have  adequate  documentation,  compared  to  almost 
18  percent  of  other  case  files. 

The  documentation  problems  discussed  throughout  this  chapter 
demonstrate  a  need  for  increased  monitoring  of  case  files. 
Periodic  reviews  of  case  files  would  detect  documentation  errors 
such  as  missing  llOA  and  risk  assessment  forms,  inadequate 
narrative  discussion  of  case  activity,  and  undocumented  super- 
visory reviews. 

In  order  to  determine  if  client  needs  are  being  met  and  to  moni- 
tor cases,  the  department  should  require  periodic  field  reviews 
of  a  sample  of  all  CPS  case  files.   This  will  provide  the  depart- 
ment with  verification  that  field  staff  and  supervisors  are 
serving  clients  by  following  department  policies  and  procedures. 
The  field  reviews  would  also  allow  timely  correction  of  any 
problems  identified  and  provide  assurance  of  adequate  investi- 
gations. 


Recommendation  #9 

We  recommend  the  department  perform  quality  control 
reviews  of  county  activity/services  by  periodically  reviewing 
samples  of  CPS  case  files. 
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Introduction 


Foster  Care 


If  department  intervention  does  not  improve  a  family  situation, 
social  workers  must  consider  another  plan  for  the  child.   Adop- 
tion and  long-term  foster  care  are  possibilities  the  department 
considers.   The  department  determines  which  avenue  is  in  a 
child's  best  interest  and  finds  an  acceptable  home  for  the  child. 

When  a  child  is  placed  in  foster  care,  the  worker  attempts  to 
determine  if  the  child's  natural  parents  are  eligible  for  federal 
financial  assistance.    If  the  natural  parents  are  eligible  for 
assistance,  the  department  may  get  federal  funding  to  pay  some 
costs  of  foster  care.   This  chapter  discusses  the  department's  role 
in  foster  care  and  adoption. 

Foster  care  is  provided  by  foster  parents  in  a  family  home  or 
group  home.    Foster  care  provides  children  full-time  substitute 
care  including  food,  shelter,  safety,  guidance,  and  sometimes 
treatment.   The  goal  of  foster  care  is  to  provide  substitute  care 
until  the  department  can  reunite  children  and  their  families. 

Social  workers  and  supervisors  make  placement  decisions,  and 
usually  consult  other  professionals  when  making  decisions. 
Social  workers  consider  foster  care  placement  when  a  threat  to  a 
child's  life  or  health  exists.   The  department  has  statutory 
authority  to  place  children  into  foster  care  for  48  hours,  without 
a  court  order,  when  children  are  in  danger.    A  county  DFS 
office  making  an  extended  foster  care  placement  must  obtain  a 
court  order  or  parental  approval  to  do  so.   The  county  office 
must  report  to  the  county  attorney,  who  will  review  the  case  and 
petition  the  court.    After  a  hearing,  the  court  may  grant  DFS 
authority  to  remove  the  child  from  the  home. 

The  following  chart  illustrates  the  total  number  of  children  in 
foster  care  for  fiscal  years  1984-85  to  1988-89. 
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Figure  5 

TOTAL   NLWBER  OF  CHILDREN    IN  FOSTER  CARE 
riscsl  roars  19B4-fl5  through  1988-99 


1984-85  1985-86  1986-67 

FISCU,  THUS 


Sotrce     CoipUeil  by  lii  Office  of  \ht  LeglslatlTe  Jodltor  fioi 
Depajartunt  o{  raillr  3emcB3  lecords. 


When  DFS  places  children  into  foster  care,  social  workers, 
natural  parents,  foster  parents,  and  the  children  work  together 
to  attempt  to  reunite  the  family.   Social  workers  are  to  develop 
plans  which  describe  actions  the  department  and  families  must 
take  to  get  the  natural  family  back  together. 

Of  291  files  we  reviewed,  94  included  case  files  with  children 
placed  into  foster  care.   During  our  review  of  case  files  at 
county  offices,  we  determined  whether  foster  care  case  files 
contained  required  documentation  such  as  case  plans  and 
treatment  plans.   Case  file  documentation  in  foster  caie  case 
files  was  more  complete  than  other  protective  services  case  files 
discussed  in  Chapter  III.   The  following  sections  discuss  issues 
related  to  foster  care. 
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Foster  Parents 


During  our  county  visits,  we  selected  20  foster  parents  from  case 
files  and  interviewed  them.    We  discussed  various  issues  related 
to  the  department  and  foster  parenting.   The  foster  parents 
included  family  foster  home  parents,  group  home  parents,  and 
emergency  home  parents.   Overall,  the  foster  parents  were 
positive  about  foster  parents'  role  in  Montana's  foster  care 
program  and  the  care  given  children. 

The  foster  care  program  includes  a  new  foster  parent  training 
program  started  in  1988.   The  program  is  the  Model  Approach 
to  Partnerships  in  Parenting  (MAPP).   The  program  runs  10 
weeks  and  includes  30  hours  of  training.   The  department 
adopted  the  program  to  teach  prospective  foster  and  adoptive 
parents  the  realities  and  problems  involved  with  children  in 
foster  care.    Foster  parents  expressed  satisfaction  with  the 
program  and  consider  it  helpful. 


Parent  Responsibility  for 
Foster  Care  Costs 


When  a  child  is  placed  into  foster  care,  the  department  may  be 
court  ordered  to  conduct  a  financial  investigation  to  determine 
if  the  child's  natural  parents  could  pay  some  costs  of  care.   The 
department  may  not  conduct  a  financial  investigation  of  the 
natural  parents  until  a  child  has  been  adjudicated  a  youth  in 
need  of  care  by  the  court  and  the  child  is  placed  in  a  youth  care 
facility  (including  foster  care). 


Section  41-3-404,  MCA,  sets  forth  the  adjudicatory  hearing 
procedure.   The  law  requires  the  court  to  determine  whether  the 
youth  is  a  youth  in  need  of  care.   Section  41-3-1 123,  MCA, 
provides  in  part: 

"(l)(a)  Whenever  a  disposition  under  41-3-404  involves 
placement  in  a  youth  care  facility  and  the  department  is 
responsible  for  all  or  part  of  the  cost  of  such  placement,  the 
court  shall  order  the  department  to  conduct  an  investigation 
of  the  financial  status  of  the  youth's  parents  or 
guardianship  assets.  .  . 

(2)(a)  Upon  receipt  of  the  order,  the  department  shall  make 
an  investigation  for  the  purpose  of  ascertaining  the 
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residence  of  the  parents  or  guardian  of  the  youth  and  the 
financial  ability  of  the  parents  or  the  adequacy  of  the 
guardianship  assets  to  pay  the  cost  of  supporting  the  youth." 

A  petition  filed  by  the  county  attorney  may  request  a  financial 
investigation.   The  court  must  authorize  a  financial  investigation 
if  the  child  is  adjudicated  a  youth  in  need  of  care  and  the 
department  is  responsible  for  costs  of  care.    If  the  county 
attorney  will  not  request  the  order,  the  department  has  the 
option  of  filing  its  own  petition  and  requesting  the  order. 

In  64  of  94  foster  care  case  files  reviewed  the  natural  parent  or 
parents  of  the  child  received  some  type  of  government 
assistance.    For  those  parents,  the  Department  of  Social  and 
Rehabilitation  Services  has  already  conducted  an  investigation  to 
determine  eligibility.    A  court  ordered  financial  investigation  by 
DFS  would  duplicate  previous  efforts.   The  financial  status  of 
parents  was  not  documented  in  the  remaining  30  case  files.    In 
several  case  files  documentation  in  the  file  showed  the  parents 
were  working  and  may  have  been  financially  able  to  contribute 
to  the  child's  care. 

The  court  system  is  petition  driven.    It  appears  judges  do  not 
include  the  order  for  financial  investigation  unless  specifically 
requested  to  through  a  petition.    Most  court  orders  included 
standard  boiler  plate  language,  but  financial  investigations  were 
not  a  part  of  this  boiler  plate  language.    In  one  county  we 
visited,  workers  told  us  the  county  attorney's  office  would  not 
request  the  court  to  order  a  financial  investigation. 

The  department  cannot  conduct  a  financial  investigation  unless 
court  ordered.    As  a  result,  the  department  is  not  able  to  collect 
money  from  parents  who  may  be  financially  able  to  contribute 
to  the  care  of  their  children.   We  were  unable  to  determine  the 
amount  that  could  have  been  collected  from  parents. 

In  case  files  where  the  parent  is  not  on  assistance,  the 
department  could  request,  through  the  county  attorney's  office 
or  its  own  attorney,  the  C0urt  to  order  a  financial  investigation. 
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The  department  could  include  a  request  for  an  order  to 
investigate  financial  status  in  standard  boiler-plate  language. 
Department  officials  would  like  to  obtain  assistance  from  the 
court  in  requiring  parental  contributions. 


Recommendation  #10 

We  recommend  the  department  request  an  order  for 
financial  investigation  in  cases  where  the  parents  may  be 
able  to  contribute  to  the  cost  of  foster  care. 


Foster  Care  Plans 


Treatment  Plans 


The  department  requires  two  plans  to  be  used  in  foster  care  case 
files  to  define  treatment  needs  and  services  for  clients.   The 
treatment  plan  is  for  the  natural  parents  and  the  case  plan  is  for 
the  children.   Treatment  plans  and  case  plans  are  the  basis  for 
the  department's  review  of  client  progress.   The  following  two 
sections  discuss  treatment  plans  and  case  plans. 

According  to  department  policy,  a  treatment  plan  is  a  written 
agreement  defining  action  natural  parents  must  take  to  resolve 
the  need  for  protective  services.   Treatment  plans  involve  the 
social  worker  and  the  natural  parents,  and  can  be  approved  by 
the  court.   Treatment  plans  are  a  tool  for  defining  expectations 
during  a  child's  placement. 

Department  policy  requires  a  signed  written  treatment  plan 
between  the  social  worker  and  natural  parents  for  all  case  files. 
Parents  refused  to  sign  the  treatment  plan  in  some  case  files  we 
reviewed.    Department  policy  addresses  this  situation  by 
instructing  social  workers  to  advise  parents  to  seek  legal 
representation.    If  natural  parents  refuse  to  sign  the  treatment 
plan,  then  it  is  likely  the  case  will  go  through  the  court  system. 

Department  policy  states  the  worker  should  complete  an  initial 
plan  within  30  days  of  a  child's  placement.    Department  policy 
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further  states  social  workers  should  monitor  and  periodically 
review  treatment  plans  to  assess  progress  toward  goals  and 
objectives. 

Of  94  files  with  children  in  foster  care,  17  files  (18.1  percent) 
where  the  child  was  in  foster  care  over  30  days  did  not  have  a 
treatment  plan.   Seven  additional  files  (7.5  percent)  had 
treatment  plans,  but  completion  was  not  within  30  days  of 
placement  into  foster  care.   In  addition,  36  files  (38.3  percent) 
had  treatment  plans  not  signed  by  the  social  worker  and  the 
natural  parents. 

Without  treatment  plans,  goals  and  objectives  are  not  clearly 
defined.   Treatment  plans  not  developed  within  30  days  of 
placement  may  delay  a  child's  reunification  with  his/her  natural 
family.   This  could  cause  problems  in  the  family,  and  could 
result  in  additional  and  unnecessary  costs  to  DFS  for  foster  care 
placement.   If  files  do  not  include  treatment  plans,  workers 
cannot  monitor  and  review  them.    As  a  result,  changes  in 
circumstances  which  affect  plan  goals  and  objectives  may  not  be 
identified.   This  could  result  in  natural  parents  unnecessarily 
losing  custody  of  their  children  because  they  did  not  follow  the 
treatment  plan. 

Section  41-3-1115,  MCA,  requires  every  judicial  district  to 
appoint  a  Foster  Care  Review  Committee  (FCRC).   The  FCRC 
is  composed  of  five  to  seven  members  including  youth  court 
representatives,  department  representatives,  school  officials,  and 
foster  parents.   The  FCRC  conducts  reviews  of  the  foster  care 
status  of  children  placed  into  foster  care  by  the  department. 
The  FCRC  needs  the  treatment  plan  in  order  to  review  findings 
and  make  recommendations  to  the  department  and  the  court 
regarding  treatment  needs  of  clients.    If  treatment  plans  are  not 
monitored  and  evaluated,  social  workers,  parents,  and  the  FCRC 
cannot  modify  plans  to  attain  objectives. 

Case  Plans  Department  policy  states  all  open  foster  care/protective  service 

case  files  shall  have  a  written  case  plan.   The  policy  also 
requires  the  case  plan  within  30  days  of  initial  placement  into 
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foster  care.   Case  plan  updates  are  to  occur  every  six  months  for 
as  long  as  the  child  remains  in  foster  care.   The  second  part  of 
the  case  plan  is  the  report  of  the  FCRC.   The  case  plan  affects 
the  child,  natural  parents,  foster  parents,  and  service  providers. 

The  case  plan  differs  from  the  treatment  plan  in  that  the  case 
plan  is  a  plan  specific  for  each  child  which  defines  the  needs 
and  best  interests  of  the  child.   Case  plans  contain  information 
including  who  should  contact  the  child  and  service  provider  to 
assure  proper  care  is  provided.   Case  plans  also  include  the 
services  provided  and  how  the  services  will  correct  problems 
which  resulted  in  department  intervention. 

Of  the  files  reviewed,  12  files  (12.8  percent)  did  not  contain 
case  plans.   An  additional  7  files  (7.5  percent)  had  case  plans 
which  were  either  not  completed  within  30  days  of  initial 
placement  or  updates  did  not  occur  every  6  months. 

A  federal  foster  care  case  file  review  conducted  in  Montana  in 
June  of  1989  found  similar  issues.   The  federal  review  found 
case  plans  were  not  always  completed  within  30  days  of 
placement.   The  review  also  noted  case  plan  updates  should 
occur  every  six  months.   Completion  of  case  plans  within 
required  time  frames  satisfies  requirements  for  federal  financial 
participation  payments. 

We  interviewed  FCRC  members  in  several  of  the  counties  we 
visited.   Members  said  case  plans  are  important  and  detail  is 
necessary  in  order  for  the  FCRC  to  make  appropriate  decisions, 
but  plans  are  not  always  provided  prior  to  review  meetings.   The 
FCRC  completes  an  evaluation  of  plans  at  each  six-month 
review.   The  evaluation  reports  include  recommendations  the 
committee  believes  are  necessary  to  provide  effective  services. 

Updates  to  case  plans  reflect  the  current  situation  and  should 
occur  every  six  months,  or  more  often  as  needed.   Not 
completing  and  updating  case  plans  could  unnecessarily  extend  a 
child's  placement,  due  to  continued  department  intervention, 
and  result  in  additional  and  unnecessary  costs  to  DFS.   This 
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could  also  cause  problems  between  the  child  and  the  natural 
family.   Failure  to  complete  case  plans  within  30  days  of 
placement  may  cause  inadequate  documentation  of  case  circum- 
stances. 

If  case  plans  lack  detail  and  updates  do  not  occur  every  six 
months,  the  FCRC  is  hindered  in  making  appropriate  recom- 
mendations.   Without  case  plans,  DPS  is  not  in  compliance  with 
federal  requirements.   The  federal  government  could  sanction 
the  state  and  the  department  could  lose  federal  funding  for 
foster  care. 

Conclusion  A  case  is  closed  and  a  child  can  be  returned  home  when  the 

worker  and  natural  parents  agree  the  case  plan  and  treatment 
plan  have  been  successfully  completed.   A  case  can  also  be 
closed  when  there  is  no  longer  a  threat  to  the  child's  safety. 

Social  workers  may  overlook  treatment  plans  and  case  plans 
because  of  frequent  contact  with  children,  natural  parents,  and 
foster  care  providers.   Social  workers  may  consider  contact  with 
clients  systematic  monitoring  of  foster  care  plans.    However, 
without  written  plans/updates,  social  workers  cannot  document 
assessment  of  progress  and  necessary  modification.    In  addition, 
supervisors  are  not  assuring  foster  care  plans  are  completed  and 
updated. 

The  department  has  a  system  in  place  for  reviewing  foster  care 
case  files  to  ensure  compliance  with  federal  requirements.   This 
system  reduced  the  federal  error  rate  in  foster  care  case  files. 
DPS  places  more  emphasis  on  management  of  foster  care  due  to 
federal  requirements.   We  believe  this  is  one  reason  documen- 
tation for  foster  care  was  more  complete.   The  department 
should  expand  monitoring  of  foster  care  case  files  to  ensure 
treatment  plans  and  case  plans  are  completed. 
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Recommendation  #11 

We  recommend  the  department  enforce  policy  regarding 
completion  and  review  of  treatment  plans  and  case  plans. 


Adoption 


Section  40-8-122,  MCA,  requires  the  department  to  conduct  an 
investigation  of  any  prospective  adoptive  family.   This  require- 
ment gives  the  department  certain  responsibilities  before  a 
family  is  approved  for  adoption,  including  visiting  homes  and 
checking  references  of  applicants.    Family  resource  workers  are 
responsible  for  conducting  adoptive  studies.   We  found  home 
visits  and  references  checks  are  not  always  completed  and 
documented.   The  following  sections  address  these  issues. 


Home  Visits 


Department  policy  requires  department  staff  to  conduct 
interviews  and  visit  the  home  of  any  person  applying  to  adopt  a 
child.   The  purpose  of  the  home  visit  is  to  interview  the  family 
and  to  determine  if  the  parents  and  home  are  suitable  for  a 
child.   DFS  policy  requires  at  least  one  home  visit  after  a  family 
has  applied  for  adoption.    During  the  home  visit  the  resource 
worker  should  view  the  home  and  meet  with  each  family  mem- 
ber.   After  the  resource  worker  contacts  the  applicant's  refer- 
ences, the  resource  worker  is  to  make  a  second  home  visit.    DFS 
policy  requires  the  resource  worker  to  make  these  visits  before 
approving  a  family  for  adoption. 


Section  40-8-124(6),  MCA,  requires  observation  of  the  child  in 
the  adoptive  home  for  six  months  before  the  adoption  is 
finalized.   The  department  must  report  to  the  court  after  the 
six-month  period.   The  report  must  discuss  any  circumstances  or 
conditions  which  may  have  a  bearing  on  the  adoption.   Section 
40-8-123,  MCA,  states  the  court  may  waive  the  six-month 
waiting  period.    Department  policy  says  if  the  court  does  not 
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waive  the  six-month  requirement,  the  resource  worker  should 
visit  the  adoptive  family  once  a  month. 

In  2  of  20  files  (10  percent)  reviewed,  the  resource  worker  did 
not  document  home  visits  before  approving  the  family  for 
adoption.   Three  of  20  files  (15  percent)  did  not  have 
documentation  of  home  visits  after  the  resource  worker  made  an 
adoptive  placement.   In  these  three  case  files,  the  court  did  not 
waive  the  six-month  waiting  period.   Supervisory  review  was 
also  not  documented  in  19  of  20  adoptive  studies  reviewed. 

Resource  workers  cannot  assess  the  adoptive  family's  home 
environment  to  determine  if  the  adoptive  home  is  what  is 
needed  for  a  specific  child  without  visiting  the  home.    A  home 
visit  is  one  way  to  ensure  children  are  placed  in  an  appropriate 
adoptive  home. 

If  a  resource  worker  does  not  make  home  visits  after  placement 
of  a  child,  the  worker  cannot  observe  the  child  in  the  adoptive 
home  environment  to  decide  if  the  placement  is  a  success.   The 
department  could  be  liable  if  something  happens  to  a  child  while 
in  an  adoptive  placement,  and  the  resource  worker  has  not 
conducted  and  documented  required  home  visits.    Without 
documentation  of  visits,  management  also  has  no  assurance 
resource  workers  actually  make  home  visits.   If  resource  workers 
do  not  make  home  visits,  the  adoptive  parents  may  also  believe 
the  worker  is  not  available  for  help. 

During  our  fieldwork,  one  resource  worker  said  when  the 
department  makes  a  placement  from  one  county  to  another, 
there  is  confusion  as  to  who  should  monitor  the  placement. 
Further  review  showed  the  department  recently  revised  adoption 
policies  and  procedures.   The  revised  policy  clarifies  the  family 
resource  worker,  in  the  district  where  the  child  is  placed,  is 
responsible  for  supervising  the  adoption. 

Resource  workers  may  be  completing  the  home  visits,  but  not 
documenting  them.  One  family  resource  specialist  said  home 
visits  are  not  consistently  completed  because  of  vacancies  in 
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positions  and  because  resource  workers  have  high  workloads  and 
other  responsibilities.   Resource  workers  may  not  have  com- 
pleted some  visits  because  of  previously  discussed  confusion 
regarding  inter-county  placements. 

The  department  should  enforce  the  requirement  of  home  visits 
for  each  adoptive  study  and  adoption  finalized.   The  department 
could  ensure  home  visits  are  completed  by  conducting  super- 
visory reviews  and  quality  control  reviews  as  discussed  in 
Chapter  III.   The  department  should  also  review  workloads  of 
family  resource  workers  and  determine  if  reallocations  of 
resources  are  necessary  as  discussed  in  Chapter  V. 


Recommendation  #12 

We  recommend  department  management  require  adoptive 
case  file  reviews  to  be  sure  resource  workers  complete  and 
document  home  visits. 


Reference  Checks  The  DFS  Social  Services  Manual,  Adoptive  Study  Process,  states 

the  resource  worker  shall  contact  all  references  listed  by 
applicants.   The  application  to  adopt  includes  space  for  four 
references,  their  address,  phone  number,  and  relationship. 
Department  policy  does  not  limit  who  the  applicant  may  use  as  a 
reference  (i.e.,  family  members).   Applicants  can  list  friends  and 
relatives  who  may  or  may  not  have  knowledge  of  the  applicant's 
ability  to  parent  children.   Policy  also  does  not  provide  a  time 
frame  for  how  long  the  applicant  must  have  known  the  referent. 

In  9  of  20  adoption  files  (45  percent)  reviewed,  the  resource 
worker  did  not  document  reference  checks  or  the  results  of 
reference  checks.    In  the  1 1  files  where  the  resource  worker 
contacted  references,  the  worker  either  made  a  notation  on  the 
application,  or  included  reference  letters  in  the  case  file.   For 
example,  in  one  of  the  adoptive  files  we  reviewed,  one  of  the 
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references  said  there  could  be  problems.   The  referent  was  a 
therapist  who  worked  with  the  family's  children. 

Some  resource  workers  we  interviewed  did  not  feel  reference 
checks  provided  very  much  information  because  the  references 
are  usually  friends  or  family  members.   These  workers  had  more 
faith  in  criminal  records  checks.   They  believe  criminal  records 
checks  should  be  standard  for  every  family  applying  to  be 
adoptive  or  foster  parents. 

In  one  case  reviewed,  the  resource  worker  knew  the  adoptive 
family  and  may  not  have  believed  reference  checks  were 
necessary.  In  an  additional  case,  the  family  had  adopted  a  child 
in  another  state,  and  wanted  to  adopt  a  second  child  in  Montana. 
The  resource  worker  obtained  the  adoptive  study  from  the  other 
state,  and  only  performed  a  limited  follow-up  study  in  Montana. 
The  follow-up  study  did  not  include  contacting  references. 

If  resource  workers  do  not  contact  references,  problems  not 
identified  by  the  family  may  go  unnoticed  by  the  worker. 
There  are  many  potential  serious  effects  related  to  this  issue. 
The  most  serious  potential  effect  would  be  placement  of  a  child 
in  an  improper  situation.   The  family  could  have  other  problems 
which  may  negatively  affect  children. 

Resource  workers  should  contact  references  to  be  sure  they  have 
gathered  enough  information  to  decide  on  the  prospective 
adoptive  family.   We  contacted  several  private  adoption  agencies 
and  found  they  do  not  allow  family  members  as  references  for 
adoption  applicants.   A  background  check  is  one  control  to  help 
workers  determine  the  applicant's  appropriateness  as  an  adoptive 
parent.   The  department's  investigation  could  also  include  a 
criminal  records  check. 

The  department  should  require  routine  reviews  of  adoption  files 
as  discussed  in  the  previous  section  to  ensure  reference  checks 
are  completed  and  documented.   The  department  could  set  limits 
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on  who  an  applicant  can  use  as  a  reference.   The  department 
could  also  require  criminal  records  checks  before  approving 
families  for  adoption;  however,  department  officials  believe  the 
cost  of  criminal  records  checks  exceeds  the  benefits. 


We  recommend  the  department  require  routine  reviews  of 
adoptive  files  to  assure  resource  workers  contact 
appropriate  references. 
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Intnxluction 


Overall  Program 
Management 


The  purpose  of  this  chapter  is  to  address  administration  of  the 
Child  Protective  Services  (CPS)  program.    Many  of  our  concerns 
from  previous  chapters  and  the  discussion  in  this  chapter 
demonstrates  Department  of  Family  Services  (DFS)  management 
could  improve  program  controls. 

The  previous  chapters  discussed  department  concerns  with 
worker  caseloads  and  resources  such  as  equipment  and  support 
staff.   We  were  not  able  to  determine  the  extent  to  which 
resource  and  caseload  concerns  cause  documentation  problems 
because  the  department  does  not  have  management  information 
which  we  could  use  to  analyze  workloads.    For  example:  the 
department  may  have  enough  staff,  but  may  not  have  adequate 
resources  (such  as  equipment)  for  workers  to  do  their  jobs 
efficiently. 


While  we  identified  specific  concerns  regarding  the  CPS 
program,  we  believe  that  generally  the  department  adequately 
follows  up  on  alleged  child  abuse  and  neglect,  and  protects 
children  from  further  abuse  or  neglect.    Based  on  our  audit 
work,  discussions  with  professionals  with  knowledge  of 
department  activities,  and  the  work  done  by  our  consultant,  we 
believe  services  provided  are  generally  appropriate  considering 
available  department  resources. 


Through  implementation  of  the  recommended  changes  and 
emphasis  on  better  management  controls,  the  department  can 
improve  the  protective  services  system.   The  department 
planning  and  management  process  can  be  a  useful  tool  in  this 
process. 
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Management  Informa- 
tion 


Accurate,  timely,  and  appropriate  management  information  is 
essential  to  provide  effective  control  of  an  organization.    During 
our  audit  we  determined  the  department  does  not  have  adequate 
management  information  regarding  Child  Protective  Services 
activity.   While  the  department  maintains  information  on  child 
abuse  and  neglect  referrals  received,  this  information  is 
sometimes  incomplete  and  inaccurate.   The  department  also  does 
not  have  adequate  workload/caseload  information  on  social 
workers.   We  gathered  caseload  information  during  county  visits 
because  the  department  did  not  have  the  data  available. 


Current  Information 
System  Lacking 


As  discussed  in  Chapter  III,  the  department  uses  the  1  lOA  form 
as  a  written  report  of  child  abuse  and  neglect  case  files.    DFS 
inputs  and  updates  information  from  llOA  forms  onto  the 
Protective  Services  Information  System  (PSIS).   The  department 
uses  information  on  the  PSIS  to  compile  statistics  to  determine 
major  trends  in  reporting  of  abuse  and  neglect.   The  department 
also  uses  statistics  to  provide  information  to  the  legislature  to 
document  workloads  and  support  requests  for  FTE  levels  and 
funding. 


When  we  began  our  review  we  found  the  department  was  not 
maintaining  adequate  management  information  regarding 
ongoing  CPS  case  files,  social  worker  workload/caseload 
information,  or  time  spent  by  social  workers  completing 
casework.    DFS  only  maintains  information  on  the  number  of 
referrals  received. 


Workload/Caseload  Data 


Management  information  should  provide  the  department  with  a 
realistic  picture  of  activity  occurring  in  county  DFS  offices. 
Generating  and  monitoring  comprehensive  case  statistics  would 
allow  the  department  to  assess  county  DFS  caseload/workload 
levels.    Managers  could  identify  high  caseload  levels  and  take 
action  to  reallocate  staff  or  take  other  action  to  resolve 
problems.    With  workload/caseload  information,  the  department 
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could  compile  information  from  previous  months  and  project 
future  needs  for  equipment  and  personnel. 

Supervisors  we  interviewed  estimated  5  to  15  percent  of 
referrals  received  become  ongoing  cases.   Social  workers  and 
supervisors  defined  an  ongoing  CPS  case  as  a  case  in  which 
children  receive  services  for  30  to  90  days  or  more.    An  ongoing 
case  may  last  up  to  18  years,  and  the  average  is  2  to  4  years.    In 
counties  we  visited,  ongoing  cases  represent  over  half  of  the 
workload  of  CPS  social  workers.   Caseload  is  just  one  factor  of 
workload.   Telephone  calls  for  information  and  travel 
requirements  are  other  significant  workload  considerations. 

The  following  example  illustrates  information  the  department 
could  gather  for  management  use.    In  the  counties  we  visited  we 
found  large  differences  in  caseload  levels.    We  developed 
average  CPS  caseload  levels  per  social  worker  FTE  by  county. 
Average  caseload  levels  per  FTE  ranged  from  16  to  33  cases. 
The  caseload  figures  were  obtained  from  social  workers  in  each 
county  we  visited.   The  following  figure  shows  the  variance  in 
caseload  levels. 


Figure  6 

AVERAGE    CASELOAD   PER   FTE    BY    COUNTY 
Septoitei/Octabei,  198S 
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If  social  workers  in  Montana  have  caseloads  which  are  too  high, 
and  the  department  does  not  act  to  decrease  them,  social 
workers  may  not  provide  appropriate  protective  services  to 
children  in  Montana.   Without  an  effective  management 
information  system,  management  may  identify  program  weak- 
nesses only  after  problems  occur.   As  mentioned  earlier  in  the 
report,  we  identified  problems  with  case  file  documentation. 
Our  audit  work  demonstrates  the  relationship  between 
documentation  problems  and  caseload  levels. 

In  the  past,  management  based  decisions  on  referral  statistics 
rather  than  overall  case  information.   Expanded  management 
information  was  not  a  priority  in  the  past  because  of 
reorganization  and  program  changes.    In  addition,  the  current 
database  was  developed  to  meet  federal  and  state  law 
requirements.    Federal  requirements  did  not  mandate  additional 
management  information. 

It  is  important  for  the  department  to  maintain  adequate 
workload/caseload  information.   The  highest  priority  developed 
by  the  State  Advisory  Council  is  related  to  staffing  and 
workload.    As  a  result,  the  department's  Evaluation  Bureau 
developed  a  monthly  caseload  report  for  county  DPS  social 
workers  to  complete.   The  department  plans  to  develop  a 
database  of  workload/caseload  information  and  caseload 
standards  from  these  reports.   The  department  plans  to  use  the 
workload/caseload  project  to  determine  if  FTE  reallocations  or 
reassignments  are  necessary.   The  bureau  asked  for  comments 
from  field  staff  during  development  of  the  report  and  the 
Bureau  made  modifications  to  reflect  field  staff  concerns.   The 
department  should  continue  development  of  the  workload 
project. 


Recommendation  #14 

We  recommend  the  department  develop  and  implement  a 
management  information  system  which  includes 
workload/caseload  information  and  statistics. 
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Administrative  Budgets 
for  Nonassumed 
Counties 


In  1983  the  legislature  enacted  legislation  allowing  counties  to 
transfer  administration  of  specific  programs  to  the  state. 
Twelve  counties  opted  for  the  state  to  assume  administration  of 
specific  programs,  and  these  counties  are  now  regarded  as  state- 
assumed.   DFS  is  currently  funded  for  administrative  and 
operating  expenses  for  the  central  office,  regional  offices,  and 
state-assumed  counties.    In  counties  that  are  not  state-assumed, 
there  is  confusion  over  who  is  responsible  for  administrative 
costs. 


When  the  legislature  created  DFS,  it  did  not  amend  all  related 
laws  to  clarify  county  and  department  responsibilities  regarding 
administrative  costs.   Protective  services  used  to  be  administered 
by  the  Department  of  Social  and  Rehabilitation  Services  (SRS). 
It  appears  legislative  intent  is  for  nonassumed  counties  to  pay 
administrative  costs  of  providing  protective  services,  minus 
salaries  and  travel.   Section  53-2-322,  MCA,  provides  that  SRS, 
but  not  specifically  DFS,  shall  review  county  budgets  to  ensure 
the  county  budgeted  adequate  amounts  for  reimbursement  to  the 
state.   This  section  also  requires  counties  to  budget  amounts 
recommended  by  SRS.   DFS  cannot,  under  current  law,  direct 
the  county  to  budget  specific  amounts. 

In  nonassumed  counties  we  visited,  DFS  workers  have  to  request 
equipment  and  supplies  from  the  county  welfare  director.   This 
is  a  "carry-over"  from  when  services  now  provided  by  DFS  were 
provided  by  SRS.   The  county  director,  through  the  county 
commissioners,  has  discretion  to  decide  what  to  give  DFS 
workers.   Some  counties  pay  administrative  costs  but  there  are 
problems  with  equipment,  supplies,  and  office  space  in  other 
counties. 

Workers  in  some  counties  do  not  have  necessary  equipment  and 
supplies  to  do  their  jobs  efficiently.   We  are  aware  of  situations 
where  department  employees  purchased  their  own  file  cabinets, 
chairs,  dictaphones,  and  supplies.   In  one  county  we  visited, 
DFS  employees  used  county  welfare  department  letterhead 
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stationery  because  they  were  unable  to  get  their  own.   With  the 
current  system,  there  is  no  standard  process  for  workers  in 
nonassumed  counties  to  request  equipment  and  supplies  through 
DFS.   These  issues  lead  to  conflict  and  morale  problems.    In  one 
nonassumed  county,  the  department  had  to  move  workers  out  of 
the  county  office  and  find  different  office  space.   The  county 
has  refused  to  pay  administrative  costs  for  DFS  workers.   The 
department  is  requesting  an  Attorney  General's  opinion  to  settle 
this  matter. 

DFS  could  request  SRS  review  the  amount  budgeted  for  protec- 
tive services  administrative  costs.    DFS  would  have  to  seek  an 
amendment  of  current  law  to  obtain  specific  authority  to  review 
county  budgets.   The  other  option  for  DFS  is  to  assume  all 
administrative  costs  for  protective  services.    Department  staff 
estimate  it  would  cost  about  $400,000  for  the  department  to  pay 
administrative  costs  for  all  counties  that  are  not  state-assumed. 
This  figure  does  not  include  costs  for  some  counties  such  as 
telephone  systems  and  additional  equipment.    Either  way,  DFS 
will  have  to  seek  changes  in  current  law. 


Recommendation  #15 

We  recommend  the  department  either 

A.  Seek  legislation  to  clarify  laws  which  require 
counties  to  pay  administrative  costs;  or 

B.  Seek  legislation  and  funding  for  the  department 
to  assume  administrative  costs  of  nonassumed 
counties. 


Planning  and  Manage- 
ment Process 


The  department  has  a  planning  process  which  could  be  used  to 
address  many  of  the  problems  identified  in  this  report.   The  role 
of  management  involves  directing  the  use  of  resources  in  the 
most  effective  and  efficient  manner.    Management  must  also 
fulfill  the  statutory  purposes  of  the  agency.    Planning  and 
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developing  measurable  goals  and  objectives  is  the  first  step  in 
this  process.   The  department  has  established  a  planning  and 
management  process  that  consists  of  a  system  of  advisory 
councils  and  standing  committees.   The  councils  and  committees 
provide  advice  to  the  department  concerning  goals,  objectives, 
policies,  and  procedures. 

Local  Youth  Services  Advisory  Councils  are  composed  of  local 
citizens.   The  department  asks  the  councils  to  obtain  public 
input  and  direct  the  department  to  address  needs  of  local  youth. 
The  DFS  central  office  supplies  each  council  with  a  planning 
guide.   The  department  asks  each  local  council  to  develop  a 
yearly  plan  for  youth  services.   The  department  also  requests  the 
councils  assess  the  department's  implementation  of  the  prior 
year  plan. 

Local  councils  present  plans  to  the  State  Youth  Services 
Advisory  Council.   The  governor  appoints  citizens  to  the  state 
council.   The  state  council  reviews  local  plans  and  compiles  local 
goals  and  objectives.    From  local  information,  the  state  council 
develops  statewide  goals  and  objectives.   The  state  council 
develops  measurable  action  steps  to  enable  the  department  to 
fulfill  state  objectives. 

Program  officers  and  standing  committees  perform  policy 
planning  and  accomplishment  of  most  statewide  goals  and 
objectives.    Field  staff  from  all  levels  make  up  the  standing 
committees.   The  department  has  several  standing  committees, 
including  a  CPS  standing  committee  and  a  management  standing 
committee.    Program  officers  propose  policies  and  procedures  to 
the  appropriate  standing  committee.   The  standing  committee 
reviews  each  policy  and  makes  any  necessary  changes,  then 
refers  policy  to  the  management  team.   The  management  team  is 
composed  of  the  director,  regional  administrators,  the  staff 
attorney,  school  superintendents,  and  division  administrators. 
The  management  team  makes  recommendations  to  the  director. 
The  director  has  final  authority  on  any  policy  or  procedure. 
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The  planning  process  in  place  for  DFS  provides  a  framework  in 
which  department  operations  should  improve  over  time.   This 
process  allows  for  community  and  field  staff  input  and  provides 
a  forum  for  new  ideas  and  change.    We  believe  the  department 
could  address  many  problems  mentioned  in  this  report  through 
this  planning  process. 


Confldentiality  and 
Storage  of  Case  FUes 


Section  41-3-205,  MCA,  requires  the  department  to  keep  CPS 
case  records  confidential.  Section  11.5.607,  ARM,  states  DFS 
shall  disclose  records  to  the  department  of  SRS  only  if  disclosure 
is  necessary  to  administer  a  program  for  the  benefit  of  the  child. 


The  department  does  not  maintain  file  confidentiality  because  of 
inadequate  security  over  files.   Ten  of  eleven  counties  we  visited 
did  not  have  adequate  security  over  case  files.    In  three  counties, 
some  case  files  had  adequate  security,  while  other  files  did  not. 
Workers  locked  up  all  case  files  at  night  and  on  weekends  in 
only  one  county  we  visited. 

In  many  counties,  DFS  workers  share  office  space  with  SRS 
employees,  and  SRS  employees  could  access  confidential  case 
files.   Case  files  are  also  not  secure  from  access  by  DFS  workers 
not  directly  involved  with  case  files. 

The  department  does  not  have  a  policy  regarding  physical 
security  over  case  files.    In  many  of  the  counties  we  visited  the 
file  cabinets  did  not  have  locks,  or  adequate  filing  cabinet  space 
was  not  available  for  storing  case  files.   In  counties  where  file 
cabinet  space  was  not  available,  workers  had  case  files  stored  on 
their  desks  or  shelves  in  open  vertical  files.    When  case  files 
were  stored  in  vertical  files,  case  file  names  were  easily 
readable. 

Several  supervisors  said  they  requested  locking  filing  cabinets 
but  have  not  been  able  to  get  them  due  to  budgetary  problems. 
In  contrast,  some  department  personnel  said  their  file  cabinets 
have  locks  but  they  have  never  locked  them. 
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To  preserve  confidentiality,  the  department  should  develop  a 
file  security  policy  and  require  workers  to  store  files  in  secure 
areas  when  they  are  not  used.    In  order  to  be  sure  the 
department  maintains  case  files  in  a  secure  and  confidential 
manner,  the  department  should  also  obtain  locking  file  cabinets. 
Locking  file  cabinets  cost  approximately  $275.   We  could  not 
determine  the  total  number  of  locking  file  cabinets  needed 
because  we  did  not  visit  all  counties. 

The  department  plans  to  develop  policy  and  present  it  to  the 
appropriate  standing  committee.   The  department  also  plans  to 
request  locking  cabinets  in  the  next  biennium's  budget. 


Recommendation  #16 

We  recommend  the  department: 

A. 


B. 


Establish  policy  requiring  physical  security  over 
confidential  files. 

Prioritize  equipment  needs  and  purchase  locking 
filing  cabinets  for  storage  of  confidential  case  files. 


Records  Retention  and 
Destiniction 


The  Public  Records  Management  Act  (sections  2-6-201  through 
2-6-213,  MCA,  and  section  2-15-1013,  MCA)  provides  the 
basis  for  records  management  for  Executive  Branch  agencies. 
Section  2-6-213,  MCA,  requires  each  agency  to  coordinate 
records  management.   Records  management  includes  inventory, 
appraisal,  and  scheduling  of  records  for  storage  and  disposal. 

Section  2-6-212,  MCA,  states  agencies  may  not  dispose  of  or 
destroy  records  without  unanimous  approval  of  the  State 
Records  Committee.   When  an  agency  decides  to  dispose  of 
records,  the  agency  must  fill  out  a  Records  Disposal  Request 
and  circulate  it  to  the  committee.   Once  the  State  Records 
Committee  has  approved  the  request,  the  agency  may  dispose  of 
the  records. 
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The  retention  schedule  requirement  directs  departments  to 
develop  schedules  for  all  records  not  identified  on  the  general 
records  retention  schedules.   General  records  retention  schedules 
are  specified  in  the  Montana  Operations  Manual.   The  general 
records  retention  schedules  do  not  include  DFS  case  records. 


During  our  review  we  found  DFS  does  not  have  a  central  policy 
on  records  retention  and  destruction.    During  our  county  visits, 
we  specifically  requested  information  on  retention  and 
destruction  of  case  files.   Of  the  1 1  counties  we  visited,  8  have 
destroyed  case  files  in  the  past  and  have  an  informal  policy  on 
destroying  records.   Informal  policies  included  destruction  of 
case  files  with  no  activity  in  three  to  five  years.    In  one  county, 
workers  flagged  case  files  with  a  destruction  date  when  closed. 
In  several  other  counties,  workers  destroyed  case  files  only  when 
the  county  ran  out  of  space.   Supervisors  determined  destruction 
of  case  files  was  the  only  way  to  gain  needed  space.   Field  staff 
and  regional  management  said  they  have  not  transferred  any 
case  files  to  the  state  records  center  for  storage.   The  department 
is  not  complying  with  state  law  regarding  records  management 
because  records  are  destroyed  without  approval  from  the  State 
Records  Committee. 

County  workers  said  there  have  been  instances  where  they  have 
been  unable  to  find  case  files  when  an  additional  referral  was 
received  because  of  destruction  of  case  files.   Case  records  may 
also  have  evidentiary  value  for  legal  purposes  and,  if  destroyed, 
may  be  difficult  to  reconstruct. 

According  to  department  officials,  determining  how  long  to 
keep  records  is  a  difficult  process.   The  old  policy  under  the 
department  of  SRS  was  not  adequate.    Records  management  has 
not  been  a  major  department  priority.    Agency  officials  have 
assigned  a  program  officer  to  develop  a  department-wide 
records  retention  and  destruction  policy.   The  program  officer 
discussed  records  retention  and  destruction  with  Department  of 
Administration  records  management  officials,  but  the 
department  has  not  drafted  a  formal  policy. 
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Supervisors  expressed  frustration  with  having  to  make  decisions 
about  what  records  to  destroy,  when  to  destroy  them,  and  how 
to  destroy  them.    Formal  policies  and  procedures  would  simplify 
this  process.   Coordination  of  records  management  could  include 
transfer  of  records  to  the  state  records  center  for  storage.   The 
department  would  lose  none  of  its  rights  of  control  and  access, 
as  access  would  be  by  agency  approval  only.   Storage  of  records 
for  agreed  upon  time  periods  at  the  county  offices  or  the  state 
records  center  could  result  in  increased  storage  costs  for  the 
agency. 

To  be  sure  counties  manage  records  in  a  consistent  manner,  the 
department  should  develop  formal  policies  and  procedures. 
Policies  should  include  inventory,  storage,  transfer,  and  disposal 
of  case  records.   The  department  agrees  and  will  develop 
policies  for  presentation  to  a  standing  committee. 


Recommendation  #17 

We  recommend  the  department  develop  and  implement  a 
records  retention  policy  in  compliance  with  state  law. 


Performance  Appraisals  State  policy,  section  2.21.6403,  ARM,  requires  a  regular 

performance  appraisal  of  all  permanent  personnel  at  least 
annually.   Section  2.21.6411  (5),  ARM,  states  the  appraiser  shall 
directly  observe  the  employee's  performance  and  review  reports 
or  other  work  samples.   The  policy  states  the  performance 
appraisal  must  be  no  more  than  60  calendar  days  after  the  end 
of  the  appraisal  period.   DFS  personnel  policy,  section  1 10, 
requires  that  management  staff  complete  performance  appraisals 
at  least  annually. 

Performance  appraisals  can  improve  performance  through 
identification  of  strengths  and  weaknesses,  and  methods  for 
improving  skills  and  abilities.   The  focus  of  this  type  of 
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appraisal  is  on  improvement  of  future  performance  rather  than 
past  performance.   An  equitable  system  for  evaluating  per- 
formance can  be  motivating  for  workers.    It  can  provide 
employees  with  a  purpose  and  understanding  of  what  manage- 
ment expects  of  them.   It  can  also  encourage  improvement  in 
specific  areas. 

We  reviewed  18  personnel  files  and  found  performance 
appraisals  were  not  up-to-date  for  15  out  of  18  department 
employees.   For  example,  two  employees  had  not  had  appraisals 
since  1982,  one  since  1984,  and  three  since  1985.   The  files  we 
reviewed  included  line  workers,  supervisors,  administrative 
officers,  regional  administrators,  and  central  office  personnel. 
During  county  visits,  supervisors  and  social  workers  said 
performance  appraisals  were  not  up-to-date  in  9  out  of  1 1 
counties.   In  two  counties  performance  appraisals  were  current. 

If  DFS  management  staff  do  not  complete  performance 
appraisals  consistently,  they  may  not  identify  actual  or  potential 
problem  areas  and  areas  for  improvement.   For  example,  one 
employee's  most  recent  appraisal  (in  1987)  identified  problems 
with  case  documentation  in  four  out  of  five  case  files  reviewed. 
It  did  not  appear  DFS  management  staff  followed  up  on  this 
deficiency,  as  no  other  performance  appraisals  were  in  the 
employee's  file. 

DFS  field  staff  told  us  lack  of  consistent  performance  appraisals 
affects  staff  morale.   Workers  believe  there  is  no  formal 
recognition  for  a  job  well  done.   As  discussed  throughout  this 
report,  we  found  weaknesses  in  documentation  of  case  files. 
Performance  appraisals  could  help  management  identify  such 
problem  areas  and  help  workers  correct  them. 

Some  supervisors  said  they  would  like  to  do  formal  performance 
appraisals,  but  they  just  have  not  had  time  to  do  them.   Several 
other  supervisors  mentioned  lack  of  training  in  performance 
appraisals  as  a  reason  they  did  not  complete  appraisals.   We  also 
found  many  social  workers  and  supervisors  did  not  understand 
the  need  for  performance  appraisals.   Some  believed  the  only 
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reason  for  performance  appraisals  was  to  get  rid  of  an  employee 
or  give  a  merit  increase. 


The  department  should  provide  training  to  supervisors  in 
performance  appraisals  and  complete  timely  performance 
appraisals  on  all  staff.   Department  officials  indicate  most 
supervisors  have  now  had  training  in  performance  appraisals. 
The  department  is  developing  a  standard  performance  appraisal 
form.    Performance  appraisal  completion  is  now  part  of  each 
regional  administrator's  work  plan. 


Recommendation  #18 

We  recommend  the  department: 

A.  Continue  to  provide  training  to  supervisory 
personnel  in  performance  appraisal  objectives  and 
techniques. 

B.  Enforce  and  monitor  DFS  and  state  personnel  policy 
concerning  personnel  appraisals. 


Application/Redeter- 
mination for  IV-E 
Foster  Care/Medicaid 


If  a  child's  parents  receive  or  are  eligible  for  assistance,  federal 
money  is  available  to  pay  for  some  foster  care  expenses. 
Department  philosophy  is  to  use  federal  (IV-E)  foster  care 
whenever  possible  to  assure  maximum  use  of  federal  funding 
sources.    Department  policy  requires  social  workers  to  apply  for 
Medicaid  for  children  within  five  working  days  of  foster  care 
placement  and  requires  redetermination  every  six  months  for 
continued  eligibility.   Social  workers  are  responsible  for 
completing  and  submitting  initial  applications  and  successive 
redetermination. 


Of  those  foster  care  case  files  reviewed,  17  (18.1  percent)  had 
applications  which  were  not  completed  within  5  working  days  of 
placement  into  foster  care.   Six  files  (6.4  percent)  did  not  have 
applications  for  IV-E/Medicaid.   Two  files  (4.9  percent)  out  of 
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41  applicable  files  did  not  have  redetermination  of  eligibility 
every  six  months. 

Delays  in  determination  may  occur  if  social  workers  do  not 
complete  applications  within  five  days  of  a  child's  placement. 
As  a  result,  the  department  may  temporarily  lose  federal 
funding  to  cover  medical  expenses.    According  to  eligibility 
technicians  and  DFS  policy,  failure  to  redetermine  eligibility 
results  in  children  losing  eligibility.    A  child  remains  ineligible 
until  redetermination  is  completed.    Eligibility  is  usually 
retroactive  once  redetermination  is  made,  but  the  state  must  pay 
costs  until  the  redetermination.   SRS  employees  said  IV- 
E/Medicaid  coverage  has  lapsed  for  some  children  in  the  past. 

Department  policy  requires  a  monthly  summary  report  on  foster 
care  cases.  The  department  generates  an  "N"  report  which  flags 
cases  due  for  redetermination.  Supervisors  are  to  use  the  report 
to  make  sure  workers  complete  redetermination  in  a  timely 
manner.  DFS  policy  states  social  workers  may  make  changes  in 
eligibility  dates  and  codes  on  the  report  and  an  updating  form  is 
not  necessary. 

Department  policy  and  what  is  occurring  are  not  consistent. 
The  central  office  does  distribute  the  report  to  the  five  regions 
in  the  state  and  administrative  officers  distribute  the  report  to 
supervisors.   Interviews  with  administrative  officers  in  each 
region  showed  inconsistencies  in  using  and  understanding  the 
report.   One  administrative  officer  said  there  is  confusion 
regarding  how  to  update  the  report,  and  social  workers  are  now 
required  to  submit  an  updating  form  to  correct  eligibility  dates 
and  codes.    Department  officials  said  because  of  this  confusion, 
social  workers  do  not  submit  reports  or  change  forms  to  the 
department  and  numbers  in  the  report  are  not  accurate. 

The  department  should  review  the  report  and  its  use  and  revise 
it  to  meet  the  needs  of  field  staff.   The  department  should  also 
clarify  policy  relating  to  redetermination.   The  department  plans 
to  develop  some  form  of  tickler  system  for  redetermination  to 
maximize  use  of  federal  funds. 
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Rgconimendation  #19 

We  recommend  the  department  clarify  policy  and  train 
field  staff  regarding  metliods  to  use  for  updating  IV- E 
eligibility  reports. 


Page  59 


Agency  Response 


Page  61 


STAN  STEPHENS,  GOVERNOR 


DEPARTMENT  OF  FAMILY  SERVICES 


STATE  OF  MONTANA' 


(406) 444  59O0 


PO    BOX  800S 
HELENA.  MONTANA  59604 


May   22,    1990 


i'»i*  ,jt 


>■  •  J    ./  ioi-  W 


Mr.  Gcott  A.  Seacat ,  Legislative  Auditor 
Office  of  the  Legislative  Auditor 
State  Capitol 
Helena,  MT   59620 


*f'^-Siaii'c/..i,.,ii;r 


Dear  Mr.  Seacat: 

Enclosed  is  the  agency  response  to  the  Performance  Audit  of  the 
Department  of  Family  Services  Child  Protective  Service  Program. 

We  appreciate  the  effort  and  professionalism  shown  by  your  staff 
during  this  process.  The  recommendations  will  be  very  helpful  in 
the  Department's  effort  to  improve  services  to  Montana's  youth. 

Department  staff  will  be  available  to  discuss  the  report  and 
recommendations  at  the  June  25,  1990  meeting  of  the  Legislative 
Audit  Committee. 


enclosure 


Hank  Hudson 
Acting  Director 
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■AN  EQUAL  OPPORTUNITY  EMPLOYER" 


May  22,  1990 


Department  Response  to  the  Legislative  Audit 

Performance  Audit  Report: 

CPS  Program  Recommendations 

Case  Management 

Recommendation  #1 

We  recommend  the  department  establish  policies  and  procedures 
regarding  responsibility  for  investigating  referrals  of  third-party 
abuse. 

Agency  Response 

The  department  concurs  with  the  recommendation.  By  July  1,  1991, 
DFS  will  implement  a  policy  stating  that  social  workers  will  no 
longer  perform  third  party  investigations  in  criminal  cases  that 
are  the  responsibility  of  law  enforcement,  unless  specifically 
ordered  to  do  so  by  the  court.  The  policy  will  be  drafted  and 
presented  to  the  Child  Protective  Services  standing  committee  and 
Management  Team  for  approval. 

The  next  12  months  will  be  used  as  a  transition  period  during  which 
the  department  will  offer  training  to  strengthen  law  enforcement's 
capacity  to  respond.  This  will  be  coordinated  with  the  Attorney 
General's  Office.  The  department  will  retain  the  planning 
responsibility  to  ensure  that  the  service  is  provided  and  will 
provide  ongoing  training  through  appropriate  federal  grants. 

Recommendation  #2 

We  recommend  the  department  develop  and  implement: 

A.  A  referral  tracking  system  for  use  statewide. 

B.  Formal  policy  requiring  county  DFS  offices  to  record  all 
referrals  of  abuse  and  neglect  on  the  system. 

Agency  Response:  A 

The  department  concurs  with  the  recommendation.  A  referral  intake 
log  will  be  formalized  by  June  30,  1991.  The  log  will  be  developed 
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and  presented  to  Child  Protective  Services  (CPS)  standing  committee 
and  Management  Team  for  review  and  approval. 

Agency  Response:  B 

The  department  concurs  with  the  recommendation.  A  formal  policy 
requiring  that  all  referrals  of  abuse  and  neglect  be  recorded  on 
the  log  will  be  implemented  June  30,  1991,  pending  legislative 
support  of  the  department's  request  for  increased  clerical  support. 

Recommendation  #3 

We  recommend  the  department  develop  and  implement  formal  policy 
regarding  assignment  of  referrals. 

Agency  Response 

The  department  concurs  with  the  recommendation.  A  formal  policy 
requiring  that  supervisors  review  intake  logs  to  ensure  that  all 
cases  are  assigned  in  an  equitable  way  will  be  developed  and 
implemented  in  conjunction  with  the  development  of  the  log.  This 
policy  will  be  reviewed  by  the  CPS  standing  committee  and 
Management  Team  and  will  be  in  place  by  June  30,  1991. 


Recommendation  #4 

We  recommend  the  department: 

A.  Revise  policy  regarding  completion  of  investigations  and 
submission  of  investigation  reports  to  ensure  reliability  in 
reporting. 

B.  Revise  the  DFS-llOA  form  to  meet  needs  of  field  staff  and  to 
better  document  investigation  results. 

Agency  Response;  A 

The  department  concurs  with  the  recommendation.  The  current  policy 
regarding  completion  of  investigations  and  submission  of  reports 
will  be  revised  and  reviewed  by  the  CPS  standing  committee  and 
Management  Team  by  January  1,  1991. 

Agency  Response:  B 

The  department  concurs  with  the  recommendation.  The  DFS-llOA  form 
will  be  revised.  This  revision  will  be  integrated  with  the 
planning  for  the  federally  mandated  foster/adoptive  assistance 
reporting  system  required  by  October  1991.  The  Management  standing 
committee  and  Management  Team  will  approve  the  revised  form. 
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Recommendation  #5 

We  recommend  the  department  monitor  submission  of  DFS-llOA  forms 
to  ensure  accuracy  of  the  PSIS. 

Agency  Response 

The  department  concurs  with  the  recommendation.  The  state  office 
will  perform  a  quality  control  review  of  case  records  to  ensure  the 
DFS-llOA  is  in  the  case  record  and  that  a  copy  has  been  submitted 
to  the  state  office.  The  quality  control  review  will  begin  July 
1,  1990. 


Recommendation  #6 

We  recommend  the  department  stress  importance  of  risk  assessments 
and  case  documentation  and  train  field  staff  on  completion  of  case 
file  documentation  under  established  department  policy. 

Agency  Response 

The  department  concurs  with  the  recommendation.  DPS  considers  the 
risk  assessment  to  be  important.  However,  lack  of  adequate  line 
and  support  staff  has  a  serious  impact  on  case  documentation.  The 
department  will  conduct  statewide  supeirvisory  training  in  July 
1990.  Case  records  management,  including  the  risk  assessment,  will 
be  emphasized  at  that  training. 

Recommendation  #7 

We  recommend  the  department  develop  appropriate  case  filing  and 
tracking  procedures. 

Agency  Response 

The  department  concurs  with  the  recommendation.  The  department 
will  implement  consistent  cross-referencing  and  case  identification 
pending  obtaining  adequate  support  staff  as  requested  in  the 
department's  budget  request. 

Recommendation  #8 

We  recommend  the  department: 

A.  Establish  reasonable  times  for  supervisory  review. 

B.  Monitor  and  enforce  supervisory  review  policies. 


65 


Agency  Response:  A 

The  department  concurs  with  the  recommendation.  The  department 
recognizes  case  reviews  as  an  important  supervisory  function.  The 
current  policy  will  be  amended  to  allow  greater  flexibility  in  the 
procedures  used  by  supervisors  to  review  cases.  Case  staff ings 
will  be  included  as  a  review  option.  The  amended  policy  will  be 
reviewed  by  the  CPS  standing  committee  and  Management  team,  and 
will  be  in  place  by  January  1,  1991. 

Agency  Response:  B 

The  department  concurs  with  the  recommendation.  Monitoring  and 
enforcing  supervisory  review  policies  will  be  strengthened  by  the 
quality  review  process  committed  to  under  Recommendation  5.  This 
will  be  a  state  office  function  that  will  begin  July  1,  1990. 

Recommendation  #9 

We  recommend  the  department  perform  quality  control  reviews  of 
county  activity/services  by  periodically  reviewing  samples  of  CPS 
case  files. 

Agency  Response 

The  department  concurs  with  the  recommendation.  The  department 
will  establish  a  procedure  for  reviewing  county  activity/services 
and  incorporate  it  into  the  workplans  for  conducting  the  reviews. 

Foster  Care  and  Adoption 

Recommendation  #10 

We  recommend  the  department  request  an  order  for  financial 
investigation  in  cases  where  the  parents  may  be  able  to  contribute 
to  the  cost  of  foster  care. 

Agency  Response 

The  department  concurs  with  the  recommendation.  The  department  has 
proposed  and  will  introduce  or  support  legislation  that  clarifies, 
simplifies  or  otherwise  bolsters  the  current  laws  that  provide  for 
parental  contribution  to  the  cost  of  the  care  and  maintenance  of 
a  youth  in  a  youth  care  facility. 
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Recommendation  #11 

We  recommend  the  department  enforce  policy  regarding  completion  and 
review  of  treatment  plans  and  case  plans. 

Agency  Response 

The  department  concurs  with  the  recommendation.  Based  on  the 
quality  reviews  committed  to  in  relation  to  recommendations  5  and 
8,  the  state  office  will  provide  training  targeted  to  improving 
areas  found  to  be  deficient  or  out  of  compliance  with  established 
policy. 

Recommendation  #12 

We  recommend  department  management  require  adoptive  case  file 
reviews  to  be  sure  resource  workers  complete  and  document  home 
visits. 

Agency  Response 

The  department  concurs  with  the  recommendation.  Documentation  of 
home  visits  is  assigned  to  the  supervisor.  Beginning  July  1,  1990, 
state  office  will  conduct  quality  control  reviews  of  adoptive  case 
files. 


Recommendation  #13 

We  recommend  the  department  require  routine  reviews  of  adoptive 
files  to  assure  resource  workers  contact  appropriate  references. 

Agency  Response 

The  department  concurs  with  the  recommendation.  Regional 
administrators  approve  adoptive  families  and  will  be  assigned 
responsibility  for  ensuring  that  references  have  been  checked. 

In  the  past,  the  department  has  considered  requiring  law 
enforcement  background  checks.  However,  these  are  very  limited  in 
their  utility  and  accuracy.  Prior  contacts  with  the  Department  of 
Justice  have  led  the  department  to  the  conclusion  that  implementing 
background  checks  would  be  too  time  consuming  and  costly,  and  could 
give  a  worker  a  false  sense  that  a  person  had  a  "clean"  record  when 
the  opposite  may  be  true. 
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Progreun  Administration 

Recommendation  #14 

We  recommend  the  department  develop  and  implement  a  management 
information  system  which  includes  workload/caseload  information  and 
statistics. 

Agency  Response 

The  department  concurs  with  the  recommendation.  The  department 
recognizes  the  critical  need  for  a  management  information  system 
and  did  submit  a  request  for  funding  of  a  system  to  the  Budget 
Office.  This  request  was  denied.  However,  given  the  federal 
mandate  for  an  information  system  for  foster  care  and  adoptive 
assistance  --  and  the  potential  funding  loss  if  we  fail  to  comply 
with  that  mandate  —  the  department  will  attempt  to  have  the 
necessary  funding  reinstated  in  our  budget  request.  If  it  goes 
ahead,  the  management  information  system  will  include  caseload  and 
workload  information. 


Recommendation  #15 

We  recommend  the  department  either: 

A.  Seek  legislation  to  clarify  laws  which  require  counties  to  pay 
administrative  costs;  or 

B.  Seek  legislation  and  funding  for  the  department  to  assume 
administrative  costs  of  nonassumed  counties. 

Agency  Response 

The  department  concurs  with  the  recommendation.  The  department  has 
requested  that  the  Attorney  General  clarify  the  funding  situation 
as  it  relates  to  the  counties'  contribution.  Further  action  will 
be  based  on  the  clarification  we  receive:  if  a  legal  remedy  is 
suggested,  the  department  will  pursue  the  necessary  legislation 
this  session. 


Recommendation  #16 

We  recommend  the  department: 

A.  Establish  policy  requiring  physical  security  over  confidential 
files. 

B.  Prioritize   equipment   needs   and   purchase   locking   filing 
cabinets  for  storage  of  confidential  case  files. 
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Agency  Response;  A 

The  department  concurs  with  the  recommendation.  The  department 
will  develop  a  policy  requiring  physical  security  over  confidential 
files.  However,  implementation  will  depend  on  adequate  legislative 
funding  for  equipment. 

Agency  Response;  B 

The  department  concurs  with  the  recommendation.  Lack  of  available 
resources  has  made  purchasing  the  locking  file  cabinets  we  need 
impossible  to  date.  However,  the  department  is  now  prioritizing 
its  equipment  needs  in  response  to  an  offer  from  the  departments 
of  Institutions  and  SRS  to  help  alleviate  short-term  deficiencies 
by  making  their  surplus  equipment  available  to  us. 

Recommendation  #17 

We  recommend  the  department  develop  and  implement  a  records 
retention  policy  in  compliance  with  state  law. 

Agency  Response 

The  department  concurs  with  the  recommendation.  The  policy  will 
be  drafted  and  presented  to  the  Management  standing  committee  and 
Management  Team  for  approval  by  April  1,  1991. 

Recommendation  #18 

We  recommend  the  department: 

A.  Continue  to  provide  training  to  supervisory  personnel  in 
performance  appraisal  objectives  and  techniques. 

B.  Enforce  and  monitor  DFS  and  state  personnel  policy  concerning 
personnel  appraisals. 

Agency  Response :  A 

The  department  concurs  with  the  recommendation.  The  department 
will  conduct  statewide  supervisory  training  in  July  1990. 
Performance  appraisal  objectives  and  techniques  will  be  emphasized 
at  that  training,  and  in  the  department's  ongoing  supervisory 
training. 

Agency  Response:  B 

The  department  concurs  with  the  recommendation.  As  part  of  a 
larger  project,  the  department's  personnel  office  is  planning  to 
computerize  this  function.   Monthly  lists  of  appraisals  due  will 
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be  generated  for  supervisors,  followed  by  reminders  if  appraisals 
are  not  received  within  the  appropriate  timeframes.  This  system 
will  be  operational  by  October  31,  1990. 

Recommendation  #19 

We  recommend  the  department  clarify  policy  and  train  field  staff 
regarding  methods  to  use  for  updating  IV-E  eligibility  reports. 

Agency  Response 

The  department  concurs  with  the  recommendation.  The  policy 
relating  to  redetermination  will  be  clarified  by  January  1,  1991. 
The  department  is  negotiating  funding  to  contract  with  a  IV-E 
consultant  to  determine  how  we  can  increase  our  IV-E  utilization. 
Based  on  the  input  received  from  this  study,  the  department  will 
provide  IV-E  training  to  field  staff. 
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